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ABSTRACT 
 
Research problem: The restructuring of an organisation can be classified as a transformational 
intervention (Litwin & Burke, 1992). As such is it has a potential to significantly influence key 
employee attitudes that are related to employee and organisational performance. Any deterioration in 
these attitudes could impact negatively on organisational outcomes. As part of the monitoring and 
review of change interventions, management needs to understand the change in employee attitudes 
towards their work and management in their business units and towards the broader organisation in 
order that, if necessary, corrective action can be taken.  
Research objectives: To address the research problem, research objectives and questions were 
established. The main objective of the study was to investigate whether there has been a change in 
attitudes of employees in two business units of a South African National Science Council after the 
implementation of restructuring in the organisation and the business units. The key attitudes to be 
measured are job and management satisfaction, perceived organisational support, organisational 
commitment and a dimension of employee engagement, dedication.   
Research questions: Four research questions were established and these were; What is the change 
in employee attitudes post-restructuring? In particular what is the change in employee job satisfaction; 
management satisfaction, employee engagement, commitment to the organisation and perceived 
organisational support? What is the relationship between the sub-groups, distinguished by gender, 
occupational level, race, home language, age, number of years of service and business unit, and 
employee attitudes pre-restructuring? What is the relationship between the sub-groups distinguished 
by gender, occupational level, race, home language, age, number of years of service and business 
unit, and employee attitudes post-restructuring? What is the relationship between the sub-groups 
distinguished by gender, occupational level, race, home language, age, number of years of service 
and business unit, and the change in employee attitudes pre and post-restructuring?  
Research design: The nature of this research is descriptive. In order to solve the research questions 
the researcher used a pre-test and post-test measurement of employee attitudes. A survey using a 
structured self-administered questionnaire was used to collect information regarding employee 
attitudes before and after the restructuring of the organisation and business units.    
Major findings: The results from the survey showed that there was a change in the levels of 
organisational commitment, job satisfaction and management satisfaction at the National Science 
Council after the restructuring had taken place. Also, the impact of the sub-groups in the organisation 
on affective factors was evident in the level of occupation and employee engagement, race and 
management satisfaction, the business unit and the levels of perceived organisational support, 
management satisfaction and employee engagement, home language and employee engagement, 
the number of years the employee had worked for the organisation and management satisfaction, age 
and job satisfaction and employee engagement. 
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Keywords: Organisational change, restructuring, organisational commitment, perceived 
organisational support, management satisfaction, job satisfaction, employee engagement, 
Management, organisational behaviour, attitudes, race, age, occupational level, business unit, years 
of service, gender and home language.   
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DEFINITION OF OPERATIONAL TERMS 
 
1. Change management: Change management is defined as the process of renewing the 
organisation‟s direction, structure and capabilities to serve the changing needs of the market 
place, customers and employees (Moran & Brightman, 2001). 
 
2. Organisational change: This is a process of moving from one fixed state to another through 
a series of predictable and pre-planned steps (Burnes, 1996). 
 
3. Job satisfaction: Job satisfaction can be defined as a positive feeling about one‟s job 
resulting from an evaluation of its characteristics (Robbins & Judge, 2009). 
 
4. Perceived organisational support: This can be described as the degree to which 
employees believe that the organisation values their contribution and cares about their 
wellbeing (Robbins & Judge, 2009). 
 
5. Organisational commitment: According to Buchanan (1974), most scholars define 
organisational commitment as the bond between an individual (the employee) and the 
organisation (the employer). 
 
6. Employee engagement: Employee engagement is an individual‟s involvement with, 
satisfaction with and enthusiasm for the work he or she does (Robbins & Judge, 2009)   
xiv 
 
LIST OF ACRONYMS 
 
BUA:        Business Unit A 
BUB:        Business Unit B 
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CHAPTER 1 - INTRODUCTION 
1.1 INTRODUCTION 
Change has become a constant state for many organisations today because of the changing nature of 
the global environment. The economic, political, technological and social affairs of mankind have 
become highly interdependent in the past few years, to the extent that a given change cannot easily 
be isolated and confined but its effects can be felt faster and further than before (Stickland, 1998). 
This means that change management has had growing popularity in organisations in order for 
organisations to ensure that they remain relevant and competitive. 
Research has shown that different kinds of organisational change can affect employee attitudes 
differently. The organisational change studied in this research involves a restructuring of certain 
business units in an organisation for strategic business purposes and to make the organisation more 
efficient and effective, this in turn led to the downsizing of some of these business units and a change 
in the job design of some required areas.  
 
1.2 LITERATURE REVIEW 
1.2.1 Causes of change 
There are three main causes of change; firstly, social causes which result from general trends in 
society, politics, and demography and have in modern times resulted in upsurges in the youth and 
consumer markets and a shift in emphasis from community to a more individual-centred society. 
Secondly, economic causes like markets and monetary flows which can fluctuate sharply, competitive 
ways which can alter dramatically and technology and innovation that can fracture established 
patterns. Thirdly, technological causes are also identified with the revolution in information technology 
having a profound effect on methods of management, manufacture, service, purchase and selling 
(Heller, 1998). Change management enables the effective execution of the relevant activities required 
to make a change occur (Newton, 2011).  
1.2.2 Types of Change  
There are several types of organisational change that can take place and they can be categorised into 
three main change initiatives namely; transformational change, bounded change and deliverable-led 
change.  
Transformational change is typified by the policies related to the vision of a new Chief Executive 
Officer or in a company that finds itself in serious difficulty. The goals of this type of change usually 
revolve around objectives like being more customer oriented, enhancing product quality, becoming 
more flexible, altering the structure of the company and developing the workforce (Newton, 2011).  
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The second type of change that can occur in an organisation is bounded change, this is a change that 
is normally initiated by a divisional leader or department head who wants to improve part of the 
organisation. This change can be driven by a pressing company need, the visions of the manager or 
to enhance personal career prospects. This type of change is usually not as drastic as the 
transformational change because it only affects a part of the organisation and is controlled by the 
department head that has the wellbeing of the department in mind (Newton, 2011).  
The third type of change initiative is the deliverable-led change; this is also known as projects and is 
focused more on the deliverables or what is gotten out of the change process. Such projects may not 
be known as change but usually a change must occur in order for these deliverables to be achieved 
(Newton, 2011).  
1.2.3 The Process of change management  
Change management can be implemented by the use of several processes and it depends on the 
individual organisation to choose a process that would work best for it. The change management 
processes include models like the Hayes generic change process (Hayes, 2010), the Burke-Litwin 
causal model of organisational performance and change (Litwin & Burke, 1992), Kotter‟s 8 step model 
for leading organisational change (Kotter, 2007) and Lewin‟s 3 step change model (Lewin, 2007). 
These will be discussed in more detail in the literature review in order to give more insight into them.  
There are several occasions where change initiatives fail to be implemented into an organisation and 
this can occur because of the following reasons; lack of creative effort, too many change initiatives, 
ignoring critical issues because they may generate threat or embarrassment, not taking account of 
emotional cycles of transitions, delegating solutions without achieving prior acknowledgement of the 
problems or engaging the people concerned, not anticipating the influence and durability if culture, 
insufficient personal skills by the change leaders and not translating operational learning into strategy 
learning (Stickland, 1998). 
1.2.4 The possible consequences of change for employees  
Organisational change has been known to create anxiety, uncertainty and insecurity among 
employees in organisations and this affected the level of satisfaction of these employees and also had 
a toll on the work that they are doing. This has in turn led to the change being resisted and failure for 
the change efforts to be implemented into the organisations on a permanent basis (Newton, 2011). 
It is therefore the challenge of the managers in an organisation to ensure that change is managed 
effectively and open communication systems are established in order to reduce and minimise 
resistance to change.  Change cannot be avoided in organisations today because the global 
environment is constantly changing and all the organisations can do to stay competitive is change 
with it. Change is an open-ended response to turbulent and chaotic times (Williams, Crafford, & 
Fourie, 2003). 
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Change should bring about a better organisation that is more competitive on a global basis by 
introducing more effective and better ways to run the organisation but however this has an impact on 
the people working for the organisations because it affects them directly and often leads to many 
employees losing their jobs or moving to other locations which brings about dissatisfaction among the 
employees which later results to a high rate of labour turnover. When change is not managed 
effectively using a change management process, it may lead to the change being resisted by the 
employees in the organisation and the change efforts not being successful in their implementation 
(Greatz, Rimmer, Lawrence , & Smith , 2002). 
1.2.5 Organisational constructs related to change 
The organisational behavioural constructs that are going to be measured by this research are the 
employee attitudes in relation to the organisation that can be affected the most by the change efforts. 
When the employee attitudes are negative, then it can have a detrimental effect on the overall 
performance of the company. Therefore, it is in the interest of the top management in the company to 
ensure positive organisational commitment, employee engagement, employee job satisfaction, 
management satisfaction and perceived organisational support.  
There are five main organisational behaviour constructs that are going to be measured in relation to 
the effect of managing change in the organisation and these include organisational commitment, 
employee engagement, job satisfaction, perceived organisational support and management 
satisfaction. The research is therefore intended to identify the impact of change on the listed 
constructs.  The literature shows that a positive employee attitude usually leads to positive behaviours 
from the employees and will therefore make the change efforts easier to implement in the 
organisation (Sheela & Krishnan, 2012). 
 
1.3  NATIONAL SCIENCE COUNCIL  
The research is going to be carried out on a South African National Science Council which has 
undergone several change initiatives in the past few years including a restructuring process in the 
organisation. Two main departments are going to be studied namely, Business unit A (BUA) and 
business unit B (BUB). They have both undergone restructuring in the past few years and this 
research is going to look at the impact that this change has had on the employees in these 
departments based on the constructs that were identified above. 
This South African National Science Council has undergone change processes of a transformational 
nature according to the Burke-Litwin model (Burke, 2008). This shows that the changes that have 
occurred in the organisation have been affected by external forces. The transformational variables 
refer to those that interact with environmental forces and they include the leadership, mission and 
strategy and organisational culture (An Overview of Change Management Models, 2010). The 
environmental forces have led to a need for change in the organisation in order to remain competitive 
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in the global environment. The organisation has gone through a restructuring process that was aimed 
at making twelve different business units self-sustaining and accountable for their contributions to the 
organisation in reference to the missions and values of the company. The aim was to shift the 
decision making from being centralised and made at top management levels to being decentralised 
and made in the different business units.  
Two business units at this National Science Council are going to be focused on for the purpose of this 
research; BUA and BUB. These units however have undergone change of a transactional nature 
according to the Burke-Litwin model (Litwin & Burke, 1992). The changes that have been 
implemented in these units have been more concerned with the structure of the business unit and the 
day to day activities of the organisation and include a general restructuring of these units that has led 
to the downsizing of these units as well as the re-classifications of the job positions and a change in 
the responsibilities of many of the employees.  
The business units had a more deliverable led type of change that occurred while the organisation as 
a whole had a more transformational type of change occur. This is because the change in the 
business units was aimed at improving the efficiency of the business units while the change in the 
organisation was more aimed at improving the organisation and making it more efficient and effective. 
 
1.4 RESEARCH OBJECTIVES  
1.4.1 Problem statement  
The restructuring of an organisation can be classified as a transformational intervention (Litwin & 
Burke, 1992). As such is it has a potential to significantly influence key employee attitudes that are 
related to employee and organisational performance. Any deterioration in these attitudes could impact 
negatively on organisational outcomes. As part of the monitoring and review of change interventions, 
management needs to understand the change in employee attitudes towards their work and 
management in their business units and towards the broader organisation in order that, if necessary, 
corrective action can be taken.  
1.4.2 Primary objective   
The primary objective of the study is to investigate whether there has been a change in attitudes of 
employees in two business units of a South African National Science Council after the implementation 
of restructuring in the organisation and the business units. The key attitudes to be measured are; job 
and management satisfaction, perceived organisational support, organisational commitment and a 
dimension of employee engagement and dedication.   
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1.4.3 Research Questions  
1. What is the change in employee attitudes post-structuring?  In particular what is the change in 
employee job satisfaction; management satisfaction, employee engagement, commitment to the 
organisation and perceived organisational support?  
2. What is the relationship between the sub-groups, distinguished by gender, occupational level, race, 
home language, age, number of years of service and business unit, and employee attitudes pre-
restructuring? 
3. What is the relationship between the sub-groups distinguished by gender, occupational level, race, 
home language, age, number of years of service and business unit, and employee attitudes post-
restructuring? 
4 What is the relationship between the sub-groups distinguished by gender, occupational level, race, 
home language, age, number of years of service and business unit, and the change in employee 
attitudes pre and post-restructuring?  
 
1.5 RESEARCH DESIGN 
Research design is the methods or the steps, which the researcher proposes in order to conduct the 
research (Dawson, 2002). This includes the “how” of the research and what means the researcher 
has used to obtain the information that is going to be analysed for the study. Several methods can be 
used and it is up to the researcher to choose a method that is relevant and applicable to the study that 
they are conducting. 
The nature of this research is descriptive. A survey using a structured self-administered questionnaire 
was used to collect information regarding attitudes from employees.  
1.5.1 Research instrument  
The measuring instrument that was used for this research was two questionnaires, one for each unit, 
that were designed to encompass all the constructs that were being measured both before and after 
the restructuring took place in the organisation. Each business unit was administered the same 
questionnaire in order to compare their responses.  
The questionnaire was adapted from a number of sources and compiled in order to measure the five 
constructs that were chosen for the study, organisational commitment, perceived organisational 
support, management satisfaction, job satisfaction and employee engagement. There were 41 
questions in total across the five constructs. In addition the respondents were asked to complete 
biographical questions. The questionnaire was divided into 3 sections. 
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1.5.2 Population 
The organisation selected for this study was one of the eight National Science Councils in South 
Africa. The National Science Council has twelve business units. The research was carried out on the 
employees in two of the twelve business units in the organisation which for the purposes of this study 
shall be referred to as Business Unit A (BUA) and Business Unit B (BUB).  
The researcher used purposive sampling to choose these two business units of the National Science 
Council that had been affected by the restructuring efforts that were implemented in the organisation. 
Purposive sampling is when the respondents are handpicked on the basis of specific characteristics 
(Black & T, 1999). In this case, the specific characteristic was that the business units had to have 
been affected by the restructuring that had taken place in the organisation. All the employees of the 
two business units constituted the sample.  
1.5.3 Data collection  
The email addresses of the respondents were sent to the researcher who sent a link to the 
questionnaire to the complete list of the employees in the two business units in order for them to 
complete.   
During the round of self-administered electronic questionnaires, all the four hundred fifty three (453) 
employees from these two units were requested to complete the questionnaire. A number of 
reminders were also sent out to the employees to request them to take part in the survey. 
1.5.4 Data capture and analysis  
The survey questionnaire was extracted from the web-survey-site and captured in MS Excel. 
Descriptive statistics that included frequencies, percentages, means, and standard deviations were 
used to analyse the data. The group characteristics such as gender, occupational level, race, home 
language, age, number of years of service and the business unit were used where appropriate in the 
data analysis. 
For the inferential statistics, a t-test analysis for the pre-test and post-test scores was done and 
Cohen‟s d rule was applied to the results. T-tests, ANOVA and Duncan tests were used to determine 
the statistical difference for the impact of each sub-group on the affective measures. The level of 
statistical difference was set at alpha= 0.05 and the level of practical significance was determined 
using Cohen‟s d where intervals of 0.0 <d<0.5, 0.5<d<0.8 and d<0.8 are small, moderate and large 
respectively. 
The reliability of each affective measure scale was determined using Cronbach‟s coefficient alpha. A 
coefficient alpha of 0.7 was considered reliable. 
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1.6 LIMITATIONS OF THE STUDY  
This study is bound to have some limitations that will make it hard to obtain all the necessary 
information that will be needed for the research. Some of the predicted limitations include the 
following. 
The National Science Council where the research was going to be carried out is not easily accessible 
for the researcher. This made the collection of data difficult because the questionnaires had to be 
submitted electronically and therefore could not be monitored or followed up. This also meant that the 
researcher had to rely on the correspondents in the organisation, in this case the human resource 
managers in the selected departments to issue the questionnaires and follow them up and this took 
up time and required dedication of the correspondents. The lack of proximity of the researcher to the 
organisation also delayed the research process because it took time for the information to be 
retrieved and communication was difficult because of the expenses related in the phone calls that had 
to be made.  
Another limitation of the study was that the topic being investigated (change) was a sensitive topic 
and had an effect on most of the members of the organisation, this effect was mostly negative. This 
may have therefore made many of the organisational members sceptical of taking part in the research 
process.  
The researcher also had the problem of time pressure since the research was started late into the 
year because of issues like obtaining permission for the study and communication difficulty which led 
to a delay in the research process. 
 
1.7 ETHICAL CONSIDERATIONS  
These are guidelines for the study and they are important because they serve as a standard and the 
basis on which the researcher should evaluate their conduct. Ethics is an important part of carrying 
out research and research planning.  
A written permission letter was sent to the head of the human resource department of the National 
Science Council requesting permission to carry out research on the company (attached in Appendix 
2). This letter included the purpose of the research and the specifics of the research topic including 
the goals of the study and their right to participate or choose not to participate. The organisation was 
also assured that the information obtained from them was confidential and would not be distributed. 
Permission was then granted for the research and only with the consent was the research started. 
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1.8 CONTRIBUTION OF THE STUDY  
The main purpose of the study was to gain an insight into change management and to find out what 
impact change had on an organisation in relation to the employees or members that are affected by it. 
It also sought to find out what the attitudes and behaviours of the employees were in relation to the 
change that was introduced into the company. 
The research was also aimed at finding out what effect the change had on specific organisational 
constructs like the employee engagement, perceived organisational support, management 
satisfaction, organisational commitment and job satisfaction. It sought to indicate whether there was a 
relationship between the change and the employee attitudes in relation to the mentioned constructs.  
 
1.9  STRUCTURE OF THE TREATISE  
The second chapter is a literature review into the change intervention and how it impacts the attitudes 
and behaviours of the members of the organisation. This chapter gives an explanation into the several 
processes of change management and discusses the main ones; the Hayes generic change 
management model (Hayes, 2010), the Burke-Litwin causal model of organisational performance and 
change (Litwin & Burke, 1992), Kotter‟s model for leading organisational change (Kotter, 2007) and 
Lewin‟s 3 step change model (Lewin, 2007). These different change models are discussed to shed 
light on how change can be implemented in an organisation and explain the change process in some 
more detail.  
This section also discusses the five constructs that were measured in relation to the change that took 
place in the organisation. The researcher explores the effect of change management on employee 
engagement, perceived organisational support, management satisfaction, job satisfaction and 
organisational commitment.  
In addition, this section looks at other research that has been done on the topic of change and how 
other researchers have researched the problem.  
Chapter 3 deals with the methods that were used for the research. The research problem, research 
questions and the main objectives of the study are also going to be discussed in this chapter. This 
includes the research instruments used, the population, the sample chosen for this research, the 
collection of data for the research as well as the methods that are going to be used to capture and 
analyse the data that was obtained from the study. 
Chapter 4 is the chapter where all the results that are obtained from the research that is conducted 
are disseminated and discussed. The results obtained are organised into tables that are discussed 
and interpreted. 
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Chapter 5 deals with the conclusion of the research. This chapter summarises the results and links 
them to previous work that was done on the impact of change on the affective factors in an 
organisation. The short comings, recommendations and possible areas of future research are also 
discussed in this chapter. 
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CHAPTER 2 - LITERATURE REVIEW 
2.1 INTRODUCTION 
When dealing with organisations, change is considered to be the only constant. The current state of 
most organisations is one that has to deal with change on a regular basis in order to stay relevant and 
be able to compete on a global basis. Change may require modified systems, processes and tools but 
it is the manner of peoples‟ adoption of them that determines successful or unsuccessful change 
(Newton, 2011). Thus change is made by people and not by new systems or tools. This is why it is 
very important to appreciate the impact of change on the people in order to understand the 
functioning of the organisation.  The natural and most human response to change is resistance, it 
occurs for a number of reasons both psychological and practical. For example there may be the fear 
of the unknown or loss of status, feelings of loss of control, laziness and unwillingness to break habits, 
feelings of criticisms, lack of trust, poor previous experiences of change and a real or imagined threat 
to roles or rewards (Newton, 2011). For this reason, many people who work for an organisation may 
not be willing to take part in change processes and this will therefore affect their work and their 
wellbeing in the organisation. In order to minimise this resistance, a very clear and effective change 
management process should be adopted in the company in order to reduce feelings of uncertainty 
and maintain a high level of satisfaction and productivity among the members of the organisation.  
According to Newton (2011), there are three main types of change initiatives that an organisation can 
experience and these are transformational change, bounded change and deliverable-led change. 
Transformational change comes about either from the policies of a new Chief Executive Officer or in a 
company that finds itself in serious difficulty. The goals of such change initiatives usually revolve 
around objectives like enhancing product quality, becoming customer oriented, reducing the cost 
base, becoming more flexible and becoming more strategically oriented among several others. It thus 
deals with doing things differently in the organisation in order to achieve a more positive result.  
The next type of change that can occur in an organisation is bounded change. This type of change is 
usually initiated by a divisional or department head who wants to improve part of the organisation. 
This change is associated with becoming more effective in that part of the organisation and is usually 
initiated by that manager‟s vision for their personal career advancement (Newton, 2011). 
The third and final type of organisational change to be discussed is the deliverable-led change. This 
type of change is normally called projects and can include new products, new technologies, and new 
buildings and so forth. This type of change usually deals with outcome and what the organisation or 
manager is going to get out of this project. From these three types of change we can therefore see 
that organisations undergo a number of processes and transformations in order to stay relevant and 
how the company deals with these different changes is very important and this is where the change 
management process comes in (Newton, 2011). 
Change management is defined as the process of renewing the organisation‟s direction, structure and 
capabilities to serve the changing needs of the market place, customers and employees (Moran & 
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Brightman, 2001). An organisational view of change management would therefore define change 
management as the continuous process of aligning an organisation with its marketplace and doing so 
more responsively and effectively than competitors (Kudray & Kleiner, 1997). These definitions show 
the importance of change management in organisations by aligning the processes and activities in the 
company with what is required of the organisation in order to achieve a competitive advantage and be 
globally competitive in order for the company to stay relevant and successful and deal with the 
pressures from the internal and external environment.  
 
2.2 THE CHANGE MANAGEMENT PROCESS 
The literature reviewed proposed several models for the process of managing change and a selection 
of change management models are discussed in further detail below.  
2.2.1 The Generic Process Model of Change 
Hayes (2010) proposed a generic process model of change. This model seeks to explain the key 
steps in the change management process and it illustrates a number of interventions or steps that 
have to be taken to correctly implement change in an organisation. 
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Figure 2.2.1 Steps in the change process (Hayes, 2010) 
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a) Step 1- Recognising the need to change  
According to Adams (2010) and Hayes (2010), recognising the need to change is a complex process 
involving skills of perception and interpretation. It is also very important because if it is not managed 
properly, the change might not be successful. This is a key stage in the change management process 
and it is the stage where the organisation realises that the current state of the organisation is not a 
desirable one and they want the future state of the organisation to be different. This can be shown in 
the figure 2.1 above where it depicts that the external factors have an influence on the state of the 
organisation and in turn lead to recognition of the necessity of change in the organisation. This is 
often where the change process kicks off.  These changes can include globalisation, the introduction 
of new competition, new technologies and several others  
 This step also involves translating the need to change into a desire for change, deciding who will 
manage the change and establishing a workable and effective change relationship (Hayes, 2010). 
This will deal with choosing the right people to get involved in the change intervention and also 
spreading the word of change throughout the organisation in order to prepare all the people involved 
for the change that is about to take place in the company. This will also help to reduce the uncertainty 
that comes along with the introduction of change into an organisation and helps to slowly bring the 
idea of change among the people involved and who will be affected by the change. (Hayes, 2010). 
b) Step 2- Diagnosis 
This is the second step in this process and it involves two main issues, reviewing the present state 
and identifying the future state (Hayes, 2010).  
Reviewing the present state involves studying the organisation and taking note of how it is currently 
functioning. The common reason to review the present state of the organisation is to help identify 
what needs to change by diagnosing the cause of the problem. This involves identifying the current 
problems and clarifying opportunities (Hayes, 2010). This is the stage where all the faults in the 
organisation that need changing are diagnosed. It is done to establish a baseline so that it is clear 
what is changing (Hayes, 2010). 
Another reason to review the current state of the organisation is to help to define the future direction. 
The future of the organisation cannot be determined without knowing where the organisation is 
presently because there will be no way to know what needs to be changed and what steps need to be 
taken for the change process to be successful. The information gathered from this stage can also be 
used to assess how the members of the organisation who will be affected by the change will react 
once the change intervention has been introduced into the company and therefore prepare them for 
change (Hayes, 2010).  
The individuals involved in the change process and administration have to decide what the outcomes 
of this process are and what they want to achieve from this process after it has been implemented. 
This vision should be put in place to motivate the members involved to take part in the change 
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process by showing that it will improve the organisation in the long run. People are more motivated to 
achieve goals to which they are committed and they try harder and are less willing to give up when 
the goals are both clear and realistic. This stage is also considered to be a very important stage 
because this is where the change that is going to be implemented in the organisation is decided upon 
and how this change and the future state is communicated to the other members of the organisation 
will therefore determine their reaction to the change and also minimise resistance to the change 
process in the organisation. (Hayes, 2010). 
The first step in any change process is research. It is not easy to gauge the future of the organisation 
without first understanding its past. This planning stage is very important in assessing the future state 
of the organisation and the success of the change process depends on the level of planning that was 
done. A financial review is the first and the easiest step to begin with when planning organisational 
change. A review of the past 3-5 years of audited financial statements will help to determine if it is 
feasible to continue with the change process. This is important because most change is done to make 
the organisation more effective and improve the financial situation of the company. By reviewing the 
finances of the organisation, you can identify the opportunities or threats early enough and factor 
them into the planning process (Forbes, 2007). It is also very important to review the environment 
surrounding the company. Through researching the environment, you may determine the changes 
going to occur that are going to drastically change the outlook of the organisation. The environment 
surrounding the company will affect the organisation and therefore needs to be monitored and 
researched in the planning of the organisational change (Forbes, 2007).   
The most effective tool to use is the SWOT analysis where the strengths, weaknesses, opportunities 
and threats are determined (Forbes, 2007). This will help to determine what the organisation needs to 
change and what to keep the same based on the strengths and weaknesses. Top management 
should be ready to take part in this analysis in order to make it more effective. The change managers 
should be provided with the information necessary to prepare for the upcoming changes like; a review 
of the major policies and procedures of each major group in the organisation that will be affected by 
the new system and the policies and procedures that will change as a result of the new system 
(Organisational Change Management Plan, 2004). 
c) Step 3- Prepare and plan to change 
This is the stage that provides the blueprint for the subsequent phases and will ensure that the key 
elements within each phase are not over looked or neglected (Adams, 2010). This is the phase where 
all the elements that are necessary to implement the change in the company are decided upon and 
how the change is going to be implemented in the company. This stage also needs to address the 
extent to which people are ready for change and whether they are prepared to take part in the 
process. The choices on the methods to use, whether to start with full implementation or start with a 
trial or pilot change will also be taken. These are the main decisions that have to be addressed by the 
top management in the company before they consider the implementation of the change process in 
the organisation. This stage is very important because it put the whole change process into 
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perspective and prepares the members of the organisation for what is to come up in the change 
process and gives them a change to find a way to counter the negative effects of the change process 
on the company. This step also includes the selection of an intervention that is appropriate for the 
identified problems (Hayes, 2010). 
d) Step 4- Implement the Change 
This is the step where the change is actually introduced into the organisation. There are two main 
ways of implementing change, the first method is known as the blueprint change which is where 
change involves moving from point A to B where B is known and clearly defined. This is a change 
process where the end result is known and what is expected from the process is predetermined. This 
blueprint change can however, not always be implemented because in some change processes, the 
end result is unknown, this process is more open ended (Hayes, 2010). This process is usually 
implemented because there is no way of knowing the end result of the change process so a 
continuous feedback loop is instead taken up in order to record the outcomes of the change 
processes as they keep occurring.  
This stage also has to deal with the resistance to change by the affected members of the 
organisation. It is the responsibility of the management to deal with this resistance by using a number 
of management approaches. Some management styles that might be appropriate include the 
collaborative style. This is where the target population is included in the change process by involving 
them in workshops or meetings. The members will be kept up to date with the issues and their views 
will be actively sought and acted upon. This is a management style that involves employee 
engagement and will therefore help to lessen the resistance to change in the company. The next style 
to be discussed is the consultative style, which is where the target population is informed about the 
change and their views are sought. This style also helps to lessen resistance because the opinions of 
the members are taken into consideration and they are constantly informed of what is taking place in 
the organisation. The directive management style can also be adopted and this involves engaging the 
workforce about the changes and why the changes are important. This communication helps to 
reduce uncertainty about the change process among the involved members of the organisation. The 
final management style to be discussed is the coercive management. This is where the members are 
told that they must obey the new instructions. This is a more authoritative style and does not involve 
the opinions of the other members of the organisation, just informs them of what to expect and 
expects them to comply (Wallace, 2007). 
Communication is also very important in the implementation phase of change management. The main 
purpose of communication is to convey important information that the members of the organisation 
need to know and to promote the organisational change. Communication should be done extensively 
and regularly in order to keep all the members of the organisation who are going to be affected by the 
change informed of what is happening in the organisation and to reduce the resistance to change 
(Wallace, 2007). 
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e) Step 5- Review the Change  
This is also known as the post implementation phase and this is where the feedback process is taken 
into consideration (Hayes, 2010). In figure 2.1, the review or feedback has to be implemented in each 
step of the change management process in order to assess how each step is being implemented, the 
effectiveness of the change on the organisation and what needs to be done differently. Feedback is a 
very important step in the change management process because it helps the change managers know 
whether or not they are achieving their goals, what they are currently doing well, what areas require 
improvement and how the process is impacting others in the workplace (The Power of Feedback, 
2008).  
Feedback is also important because it motivates the employees and has strong links to employee 
satisfaction and productivity. This feedback will be useful in showing the employees how the 
implemented change has managed to improve the situation in the organisation and this will in turn 
lead to a more motivated workforce and reduce the resistance to change initially experienced by 
these employees. Feedback therefore helps employees to feel more involved and identified with their 
organisation (The Power of Feedback, 2008).  
Reviewing the change process is a very important step and it helps the organisation know where they 
are in the process, if the program was implemented successfully and also to point out what could be 
done differently for the next time change is going to be implemented into the organisation. Reviews 
should be done regularly and at every stage of the change process in order to provide accurate 
feedback that should be recorded and kept.  
f) Step 6- Sustaining the Change 
In order for change to be implemented effectively, it has to be sustained in the organisation. This 
involves holding onto gains, making change stick and spreading the gains across the organisation. 
This is the step that finalises the change process by making the change a permanent state of the 
organisation. In order for this to be possible, there has to be feedback mechanisms and reward 
systems in place that will monitor and reinforce the desired behaviour (Hayes, 2010). This will 
therefore help to encourage the members of the organisation to carry on the change process by 
rewarding them for continuing it. The sustaining phase occurs when the organisation has a fully 
integrated operation and all the goals and improvements are aligned with the established strategy and 
development plans (De Feo, 2005).  
In order to sustain change and make change efforts stick in an organisation there should be a high 
degree of participation and recognition of a strong business need to change, and there should be a 
reward system in place that supports the necessary changes (Covin & Kilman, 1990). 
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g) Step 7- Managing People Issues 
There are a number of people issues that also have to be dealt with in the change management 
process. These have to be dealt with throughout the change process as indicated in figure 2.1. The 
people issues include power, politics and stakeholder management, leadership, communication, 
motivating others to change, support for others to help them manage their personal transitions and 
the change manager‟s mode of intervening and the effect it has on the change process. These issues 
have to be dealt with very carefully because if the people in the organisation are not on board with the 
change process then it will be very hard to implement it and it will be met with resistance. (Hayes, 
2010) 
Leaders and managers in the organisation have an important role to play in the change management 
process, it is the responsibility of these leaders to recognise the need for change, identify the change 
goals, communicate the sense of direction, formulate a change strategy, involve other members of the 
organisation, motivate people, provide support and create an organisational context conducive to 
change (Hayes, 2010). 
Communicating change in the organisation is also important especially when dealing with people 
issues related to change in the organisation. There are several different modes of communication that 
can be adopted for example, emails, intranet, notices etc. it is also very important to give careful 
consideration to the information that at first sight may appear to be of little relevance. Sometimes 
management makes the mistake of thinking that the information they are communicating is of little 
relevance and yet it actually has a strong hold on the employees and might affect them severely. It is 
therefore very necessary for the change managers to filter the information that they have chosen to 
share with the other employees in the organisation and deliver it to them also very carefully (Hayes, 
2010)  
 
2.2.2 Lewin’s 3 Step Change Model 
Lewin‟s change model is a simpler model that includes only three steps to the change process. Lewin 
conceived change as a modification of the forces that keep a systems behaviour stable and continued 
to specify that the level of behaviour at any moment is a result of two sets of forces, those striving to 
maintain status quo and those pushing for change and only when both sets are about equal are the 
current levels of behaviour maintained a state of quasi-stationary equilibrium (Levasseur, 2001).  
The first step in Lewin‟s change model is the unfreezing. This step usually involves reducing those 
forces that are maintaining the organisation‟s behaviour at its present level. It can be achieved by 
introducing information that shows discrepancies between behaviours desired by organisational 
members and those behaviours that they currently exhibit (Huse & Cummings, 1985). This is the first 
stage in the change process and it is the stage where a need for change is established in the 
organisation and the change efforts begin. This is the stage where the restraining forces have to be 
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dealt with because just adding a driving force towards change usually produces an immediate 
counterforce to maintain the equilibrium as was noted earlier (Schein, 1995). This step focuses on 
minimising the barriers to change in order to make the process more successful.  
The second step in Lewin‟s change model is the movement phase. This stage comes in after the 
people have been brought into the need for change (Levasseur, 2001). This step shifts the behaviour 
of the organisation to a new level and involves the development of new behaviours, values and 
attitudes through changes in organisational structures and processes (Huse & Cummings, 1985). This 
is the phase when the organisation undergoes a new system and the different ways of thinking are 
introduced and implemented in the organisation. There is a constant need for constant 
communication throughout the three steps in this change process in order to keep all the members 
and stakeholders who are involved aware of what is going on in the company and therefore reduce 
the uncertainty and resistance that is brought about by the change process. The success of this stage 
depends on continuing to develop a sense of teamwork and active communication among the people 
in the company engaged in the change process and the other members of the organisation who have 
a stake in the outcome (Levasseur, 2001). 
The third and final step in Lewin‟s change model is the refreezing stage. This step stabilises the 
organisation at a new state of equilibrium and is frequently accomplished through the use of 
supporting mechanisms that reinforce the new organisational state such as the culture, norms, 
policies and structures. This is the final stage in the model and the stage that ensures that the change 
is a permanent part of the organisation and that the organisation will not go back to the previous ways 
of behaviour that were trying to be avoided in the first place. This stage requires the change agents to 
work actively with the people in the organisation to install, test, use, measure and enhance the new 
system (Huse & Cummings, 1985). 
 
2.2.3 Kotter’s Model for Leading Organisational Change  
Change is a process and not an event and it advances through stages that build on each other 
(Kotter, 2007). The Kotter model of organisational change shows that in order for an organisation to 
change effectively, eight main steps have to be taken and they should be done in the right order for 
maximum effectiveness in the change process. After establishing that change efforts in many 
organisations failed, Kotter couched a model for change as a way of avoiding the major errors in the 
change process (Mento, Jones, & Dirndorfer, 2002). The eight steps to transforming the organisation 
or better known as the Kotter model for leading organisational change are going to be discussed in 
more detail below;  
The first step to Kotter‟s model for leading organisational change is to establish a sense of urgency. 
At least seventy-five percent of the managers have to be convinced that the status quo is more 
dangerous than the unknown (Kotter, 2007). This stage can however be considered difficult because 
many people are not willing to move out of their comfort zones and are not willing to take up the risk 
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of change. The market has to be examined for untapped opportunities and these have to therefore be 
communicated to the majority of managers in order to convince them that a change in the 
organisation is the right measure to be taken. The people in the organisation have to be motivated to 
change the organisation and this must be done by communicating the information broadly and 
dramatically in order to gain aggressive cooperation from the individuals in the organisation (Kotter, 
2007). It is up to the top management in the organisation to establish this sense of urgency in the 
organisation and create a need for change and this can be done by open communication about the 
change that needs to happen. 
 A sense of urgency for change can be created by identifying potential threats and developing 
scenarios showing what could happen in the future, examining opportunities that can and should be 
exploited, starting honest discussions and giving convincing reasons to get people talking and 
thinking and requesting support from customers, outside stakeholders and industry people to 
strengthen the argument for change (Kotter's 8-Step Change Model: Implementing Change Powerfully 
and Successfully, 1996). This therefore shows that a significant amount of time has to be spent on 
this step to ensure that it is implemented properly and for the change process to kick off. 
The second step in Kotter‟s model is to form a powerful guiding coalition. This is the stage where the 
people in the organisation who want to facilitate the change have to come together and work as a 
team to foster the change in the organisation. These people have to share the commitment to lead the 
change effort in the organisation The formation of this team has to be aimed at fostering change in the 
organisation and therefore teamwork is very valued at this stage. Gaining the head of the organisation 
as part of the coalition will make the coalition much stronger and help to enable the change in the 
organisation to operate more effectively. This is the stage where all the major stakeholders in the 
organisation have to come together to facilitate the change process and make it possible and this is 
done by convincing them that change is necessary (Kotter, 2007).  
Effective change leaders have to be established in the organisation in order to bring the people in the 
organisation together (Kotter's 8-Step Change Model: Implementing Change Powerfully and 
Successfully, 1996). The change leader is the one who is in charge of the whole change process and 
it is up to them to take the change initiative to the next level. Forming a powerful coalition can be done 
by identifying the true leaders in the organisation, asking for an emotional commitment from these 
people, checking the team for weaknesses and ensuring that there‟s a good mix of people from 
different departments and levels in the company (Kotter's 8-Step Change Model: Implementing 
Change Powerfully and Successfully, 1996). 
The third step in Kotter‟s model is to create a vision. This step involves developing strategies for the 
change in the organisation and a way to direct that change. This vision needs to be kept simple and 
brief in order for it to be easily understood by the people in the organisation involved in the change 
process (Kotter, 2007). This vision should appeal to the other employees and to the customers as well 
in order to make change in the organisation a more attractive idea. This vision should also clarify the 
direction in which the organisation needs to move (Kotter, 2007). The change vision is created in 
19 
 
order to show the members of the organisation the use of the change in the direction that the 
company is taking with this change initiative. The vision is very important in order to conceptualise the 
change process and make it possible for the stakeholders to feel like the change is real. The change 
concepts should be linked to an overall vision that the people can easily grasp and remember 
(Kotter's 8-Step Change Model: Implementing Change Powerfully and Successfully, 1996). 
Creating a vision for change can be done by determining the values that are central for change, 
developing a short summary that captures what the future of the organisation is, creating a strategy to 
execute that vision, ensuring that the change coalition can describe the vision in five minutes or less 
and practicing the “vision speech” regularly (Kotter's 8-Step Change Model: Implementing Change 
Powerfully and Successfully, 1996). This vision should be a part of the vision and mission of the 
organisation as a whole. 
The fourth step in Kotter‟s model is to communicate the vision. This vision should be effectively and 
efficiently communicated to everybody involved in the change process (Kotter, 2007). The coalition 
should also teach new behaviours by example and this should help to encourage the other people in 
the organisation to act in accordance with the vision communicated to them. The executives should 
use all existing communication channels to communicate the vision repeatedly and in the most exiting 
ways possible. Without a sensible vision, transformation efforts can easily dissolve into a list of 
incompatible and confusing projects that can take the organisation to the wrong direction (Kotter, 
2007). The vision created in the previous step needs to be spread throughout the organisation in 
order to keep all the members on board with what is going on and also to reduce uncertainty in the 
change process and reduce the resistance to change. The change message will probably have strong 
competition from other day to day communications within the company so it needs to be 
communicated frequently, powerfully and embedded in every part of the organisation (Kotter's 8-Step 
Change Model: Implementing Change Powerfully and Successfully, 1996). 
This step can be implemented by talking often about the change vision, openly and honestly 
addressing people‟s concerns and anxieties, applying the vision to all aspects of operations and tying 
everything back to the vision and leading by example (Kotter's 8-Step Change Model: Implementing 
Change Powerfully and Successfully, 1996). This will therefore lead to a widespread knowledge of the 
change vision within the organisation and leading to an easier change process. 
The next step in Kotter‟s model is to empower others to act on the vision. This can be done by 
removing any obstacles to the vision and encouraging risk taking and non-traditional ideas, activities 
and actions (Kotter, 2007). The powerful individuals who resist the change effort should also be 
removed because they hinder the success of the change process (Kotter, 2007). The obstacles to 
change can include the structure of the organisation, the way of thinking of the employees and top 
management among other things. There is always a change-resistance because of the uncertainty 
that is caused by change; it is up to the change managers to ensure that this is very minimal as the 
change process is taking place. Removing the obstacles to change can empower the people you 
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need to execute the vision and help the change move forward (Kotter's 8-Step Change Model: 
Implementing Change Powerfully and Successfully, 1996). 
Obstacles can be removed by identifying or hiring change leaders whose main role is to deliver 
change, looking at the organisation structure, job descriptions, performance and compensation 
systems and ensuring that they are in line with the vision, recognising and rewarding the people for 
making change happen, identifying the people who are resisting the change and helping them see 
what‟s needed and taking action quickly to remove barriers (Kotter's 8-Step Change Model: 
Implementing Change Powerfully and Successfully, 1996). 
Step number six in Kotter‟s model is to plan for and create short term wins. Visible performance 
improvements should be engineered and the employees who contributed to those improvements 
should be rewarded (Kotter, 2007).  This will help to motivate the employees towards fostering the 
change when they can see how effective it will be and the rewards will also be a motivating factor. 
This can be done by rewarding the employees in short intervals for each level of the change vision 
that has been achieved and constant communication of which level they have managed to achieve in 
order to encourage participation in the change program. Nothing motivates more than success so it is 
necessary to give the company a taste of the victory early in the change process by having results the 
staff can see (Kotter's 8-Step Change Model: Implementing Change Powerfully and Successfully, 
1996).  
Short- term-wins can be created by looking for projects that can be implemented without any help 
from any strong critics of the change, not choosing targets that are expensive in order to be able to 
justify the investments in each project, thoroughly analysing the potential pros and cons of the targets 
and rewarding people who meet the targets (Kotter's 8-Step Change Model: Implementing Change 
Powerfully and Successfully, 1996). 
Step seven in Kotter‟s model is to consolidate improvements and produce more change. This can be 
done by hiring, promoting and developing employees who can implement the vision, reinvigorating the 
change process with new processes and change agents and using early wins to change systems 
(Kotter, 2007). The change process should be continued until it has been fully implemented. After an 
initial period of time of implementing the change process, the change managers usually relax and are 
tempted to declare victory too soon with the change process. Real change runs deep and each 
success provides an opportunity to build on what went right and identify what can be improved 
(Kotter's 8-Step Change Model: Implementing Change Powerfully and Successfully, 1996). 
Building on change can be done by analysing what went right and what needs to be improved after 
every win, setting goals to continue building on the momentum that has been achieved, learning 
about the idea of continued development and keeping ideas fresh by bringing in new change agents 
and leaders for the change coalition (Kotter's 8-Step Change Model: Implementing Change Powerfully 
and Successfully, 1996). These steps can be used to further the change process in the organisation 
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and continue to foster an environment that is favourable and conducive for change even when the 
change process is being resisted. 
The last step in Kotter‟s model is to institutionalise the new approaches. Leadership plans should be 
created that are consistent with the new approach in order to embed the new system into the 
organisation (Kotter, 2007). The success of the change for the organisation should also be 
emphasised in order to ensure that it entrench the change. Change is said to have been 
institutionalised when it becomes the way things are done in the organisation (Kotter, 2007). When 
change is being institutionalised in an organisation two things have to be done, first of all there should 
be a mindful attempt to show people how the new approaches, behaviours and attitudes have helped 
to improve performance and secondly sufficient time must be taken to make sure the next generation 
of top management personifies the new approach (Kotter, 2007). This will help to make the changes 
in the organisation more permanent and therefore make the change effort successful over a long 
period of time. 
Change can be anchored into the organisation by talking about the progress of the change at every 
chance and telling success stories, including the change ideas and values when hiring and training 
new staff, publicly recognising key members of the original change coalition and making sure the rest 
of the staff know and remember their contributions and creating plans to replace key leaders of 
change as they move on in order to help ensure that their legacy is not lost or forgotten (Kotter's 8-
Step Change Model: Implementing Change Powerfully and Successfully, 1996). This will help to 
ensure that the change efforts that have been implemented are permanent. 
Kotter (2007) states that if the steps mentioned above are not followed correctly and carefully in the 
right order then the change efforts may fail to be implemented into the organisation in the right way. 
This change process is carefully directed and needs to be implemented very carefully. 
 
2.2.4 The Burke-Litwin Causal Model of Organisational Performance and Change 
The Burke-Litwin model describing organisational change shows that there are different variables that 
may lead to change in an organisation. It is a model that predicts behaviour and performance 
consequences and deals with cause and effect, serving as a guide not only for organisational 
diagnosis, but also for planned managed organisational change (Burke & Litwin, 1992). 
Organisational climate is held in very high regard with this model and the nature of the climate is 
determined by a combination of factors in the organisation.  
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Figure 2.2.2 The Burke-Litwin model of organisational performance and change (Burke, 2008). 
This model in figure 2.2 above shows the different drivers of change and ranks them in terms of 
importance. The most important factors are featured at the top and they become gradually less 
important in the lower levels. This model also continues to argue that all the factors are more or less 
integrated and therefore a change in one will lead to a change in the other and have an effect on the 
other factors (Litwin & Burke, 1992). The model also continues to show the important organisational 
functions including the impact of the external environment on the internal operations (Di Pofi, 2001).  
This model also distinguishes between the transformational and transactional dynamics in an 
organisation that affect organisational effectiveness and change. The transformational variables refer 
to those that interact with environmental forces and in this model they will include the external 
environment, leadership, mission and strategy while the transactional variables refer to those 
variables affected by short term reciprocity among the people or groups and are more concerned with 
the day-to-day activities of the organisation (An Overview of Change Management Models, 2010). 
According to the model this will include management practices, structure, systems, work unit climate, 
motivation, individual needs and values, task requirements, individual skills and individual and 
organisational performance (Di Pofi, 2001). There are twelve organisational dimensions that the 
model revolves around that are shown in Figure 2.2 above that are going to be discussed in more 
detail below. 
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a) Transformational factors affecting organisational performance and effectiveness 
The first transformational factor that affects organisational performance, change and effectiveness 
specified in the model is the external environment. This refers to any outside conditions or situation 
that affects the performance of the organisation for example market places, financial conditions, 
political issues and competition (Martins & Coetze, 2009). This will therefore encompass anything 
outside the organisation that has the power to create a difference or change in the organisation, a 
change in these factors will therefore result to a change in the organisation either directly or indirectly. 
The next transformational factor to be discussed is the mission and strategy. The mission is the 
overall purpose of the organisation and what it wants to achieve while the strategy is the means by 
which the organisation is planning to achieve them (Di Pofi, 2001). This is the main purpose for the 
existence of the organisation and what it seeks to achieve with its presence and also how it seeks to 
achieve this purpose over a period of time. This is very important in helping to achieve effectiveness 
in the organisation by showing the employees what is required of them and then working to reach the 
standards set by the organisation. This therefore shows how a mere change in the strategy and 
mission of the organisation can lead to a change in every other variable in the model. 
Leadership is the next transformational factor that affects organisational performance, effectiveness 
and change. This is defined as the executives providing overall direction in the organisation and 
serving as behavioural role models for all employees (Litwin & Burke, 1992). The leaders in the 
organisation are responsible for guiding the behaviour of the other members of the organisation and a 
change in leadership or leadership behaviour can lead to a change in the other variables in the 
organisation.  
Organisational culture is the next transformational variable. This is the collection of overt and covert 
rules, values and principles that guide the organisation and have been strongly influenced by the 
organisation‟s history, custom and practice (Martins & Coetze, 2009). This is basically the practices 
that occur within the organisation and how things are done within the organisation. The culture of an 
organisation is bred over a period of time and is also passed on from generation to generation in the 
organisation. Culture is influenced by the other variables like the external environment, leadership, the 
mission and strategy and several others. Therefore, a change in the culture of the organisation will 
therefore influence the other variables and vice-versa.  
Individual and organisational performance is an outcome of change in any organisation and it is 
depicted in the diagram. This is the measurable results or outcomes with their relevant indicators of 
efforts and achievements for example, productivity, satisfaction, recognition etcetera (Martins & 
Coetze, 2009). The performance of the organisation or of the individuals in the organisation is greatly 
affected by the other variables in the model and any change in any of the other variables might have a 
direct link to the performance of the people in the organisation. An increase or decrease in the 
performance or productivity in an organisation may lead to significant change in the organisation for 
example an increase in sales may lead to bonuses for the employees. 
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b) Transactional factors affecting organisational performance and effectiveness  
The first transactional factor to be discussed is the structure of the organisation. This is the 
arrangement of functions and employees in specific areas and levels of responsibility, decision 
making and authority. It therefore assures the effective implementation of the organisation‟s mission 
and strategy (Martins & Coetze, 2009). It basically deals with how the organisation is run and what the 
members of the organisation are doing to achieve the central purpose of the organisation. The 
structure of the organisation is influenced by the transformational factors as well as the other 
transactional factors specified in the model.  
Management practices are also another transactional variable that affect performance and change in 
an organisation. This involves what managers do in the normal course of events in using the human 
and material resources at their disposal to carry out the organisation‟s strategy (Martins & Coetze, 
2009). When referring to practices, it means a cluster of behaviours (Litwin & Burke, 1992). This 
therefore involves the tasks and responsibilities of the managers in the organisation and the things 
they do to ensure that the organisation is running smoothly. The practices of the manager have a 
direct link to organisational performance and change because of their influence on the practices of the 
other employees in the organisation and it is their responsibility to ensure that the organisational 
strategy is carried out. 
Systems policies and practices are the next transactional variable to be discussed. These are 
standardised policies and mechanisms that facilitate work and are primarily manifested in the 
organisation‟s reward systems, management information systems, performance appraisal, and human 
resource allocation (Litwin & Burke, 1992). These can be simply defined as the functions that keep 
the organisation going. They are the policies that help the members of the organisation to perform 
their work and are used for the effective running of the organisation. A change in these systems can 
lead to a change in the rest of the organisation and also have an effect on the performance and 
effectiveness of the organisation. 
Work unit climate which is the next transactional variable is the collective current impressions, 
expectations, and feelings of the employees in their respective departments which in turn affect their 
relations with their superiors, one another and with other departments (Martins & Coetze, 2009). The 
climate in the different departments in the organisation will have an effect on the employees who work 
there and a positive climate in the work unit will lead to more satisfied employees who are willing to 
work and produce a better product while a negative work environment will lead to employees who are 
not satisfied and this can lead to high turnover rates and also an increase in grievances and 
absenteeism. 
The individual skills and requirements in an organisation are also another important transactional 
variable that is indicated in the model. This is the behaviour, including specific skills and knowledge 
required for task effectiveness, enabling employees to accomplish the work assigned for which they 
feel directly responsible (Martins & Coetze, 2009). This mainly includes the task requirements for the 
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employees to be successful at doing their jobs or what is required of the employees who are being 
hired for a particular job or task in the organisation. These can be anything from a formal education to 
experience in the task to physical strength or a particular skill set or attitude that would be required by 
the employee in order for him to perform effectively in the organisation. This can affect the 
performance and effectiveness of an individual and a change in the structure, the external 
environment or any other transformational variable can also lead to a change in the task requirements 
from the individuals in the company in order to achieve the strategy of the organisation. The job-
person match entails elements of recruitment, selection, appointment and promotion (Martins & 
Coetzee, 2009). Any individual will be hired into the organisation based on their skills and how 
effectively they can perform the job. This will in turn affect the performance of the organisation based 
on the individual performances of the employees. 
The next transactional factor to be discussed is the individual needs and values. This refers to the 
psychological factors that validate individual actions or thoughts relating to stress, wellbeing, 
recreational activities and living conditions (Martins & Coetze, 2009). In other words, it is what people 
believe to be good, important and what should guide daily behaviour in the organisation (Di Pofi, 
2001). Every individual has different values and needs and is driven by different factors, this however 
deals with a moral sense of obligation to the organisation and will be affected by the level of 
satisfaction that the employee experiences. The needs of the individuals will be reflected in the 
organisation and this will therefore influence performance and effectiveness in the organisation. A 
change in the individual needs and values is closely related to the other variables as shown in figure 
2.2. 
The last transactional variable to be discussed is motivation. This can be defined as the aroused 
behaviour tendencies to move towards goals, take needed action and persist until satisfaction is 
attained (Litwin & Burke, 1992). Motivation can also be described as the instigation or begining of 
goal-oriented behaviour and is said to be either intrinsic or extrinsic in nature.  Extrinsic rewards are 
tangible and are external and rely on recognition and usually financial rewards.  Intrinsic reward is an 
outcome that gives an individual internal (personal) satisfaction such as that derived from a job well 
done, it refers to motivation that comes from inside an individual rather than from any external or 
outside rewards, such as money or grades (Employee Motivation: Theory and Practice, 2012). The 
more motivated the employees are, the higher the performance in the organisation is. A change in the 
structure of the organisation or any other variable can therefore lead to a change in the motivation 
levels of the employees. Change also brings about uncertainty that leads to a decrease in the 
motivation and performance of the members of the organisation. 
The above factors both combined and individually are the causes of change in organisations. 
Changes in the external environment lead to significant changes within the internal environment of the 
organisation. 
 The Burke-Litwin model also shows cause and effect relationships between the organisation‟s 
internal and external environments (Martins & Coetzee, 2009). This means that the model shows how 
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an internal factor is affected by external factor. For example a new product may trigger changes in the 
strategy of the organisation (Lewin, 2007). This therefore shows how transformational factors can 
affect the transactional factors.  
The Burke-Litwin model provides an effective strategy to manage organisational change (Thakur, 
2010). This is because it shows how the external environment can influence the internal environment 
of the organisation and therefore giving management sufficient time to deal with the changes that are 
about to happen in the organisation. It helps to show how the different factors have an effect on the 
organisation and how these different factors stimulate changes in the organisation both independently 
and combined. 
The Burke-Litwin model used twelve variables grouped into transformational and transactional factors 
to explain the reasons why change occurs in an organisation and also to show how change can 
influence the performance and effectiveness in the organisation. A link between all these different 
variables also shows how the organisational factors affect each other and a change in one variable 
can lead to a resultant change in the other areas of the organisation. 
 
2.3 EMPLOYEE ATTITUDES AFFECTED BY CHANGE  
There are several employee attitudes in organisations that may be affected by the introduction of 
change in an organisation. The following section reviews employee attitudes that are traditionally 
measured in industrial and organisational psychology and that are related to individual and 
organisational performance.  These concepts are organisational commitment, employee engagement, 
perceived organisational support, job satisfaction and management satisfaction. These organisational 
concepts are known to be related to each other in that an increase in satisfaction with one of the 
concepts can lead to an increase in the satisfaction with the other concepts. The literature reviewed 
below discusses the organisational constructs and the relationship between them. 
 
2.3.1 Organisational commitment  
a) Introduction  
Organisational commitment is important in the workplace as a recent meta-analysis found a positive 
relationship between organizational commitment and both job satisfaction and performance, as well 
as a negative relationship between organizational commitment and labour turnover (Cooper-Hakim & 
Viswesvaran, 2005). Overall, these results suggest that in organisations where the workers have high 
levels of organizational commitment, the employees will be more optimistic and show improved 
performance. 
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Organisational commitment is valued by an organisation because it has been found to lead to a more 
devoted workforce that puts more effort into the work they are doing. This therefore shows that 
organisational commitment relates to several aspects of the organisation and the individual 
employees‟ jobs so it is in the interests of the organisation to ensure that the workers are committed in 
order to lead to an improvement in the behaviours, performance and attitudes of the employees. 
b) Definitions and dimensions of organisational commitment 
According to Buchanan (1974), most scholars define organisational commitment as the bond between 
an individual (the employee) and the organisation (the employer). However, organisational 
commitment is seen by many scholars as multidimensional. Sheldon (1971) defined three dimensions 
as willingness to exert effort on the behalf of the organisation, degree of goal and value congruency 
with the organisation and desire to maintain membership of the organisation (Bateman & Strasser, 
1984) adding a fourth as an employee‟s loyalty to an organisation.  
Drawing on the work of other scholars, Meyer, Allen & Smith (1993) expand on the concept of 
organisational commitment by outlining three main types of organisational commitment namely, 
affective commitment, continuance commitment and normative commitment. These three types of 
organisational commitment are psychological states that typify the employee‟s relationship with the 
organisation and have implications for whether the employee will continue with the organisation. 
Continuance commitment is the willingness to remain in an organisation because of the investment 
that the employee has with “non-transferable” investments. These non-transferable investments 
include things like retirement, relationships with other employees or things that are special to the 
organisation (Reichers, 1985). These are the investments that link the employees to the organisation 
because if they leave the organisation, they will have to give them up. This can also include certain 
benefits that the employee only gets while they are working with the organisation and will lose if they 
leave the organisation. 
Affective commitment is defined as an emotional attachment or identification and involvement that an 
employee has with their organisation and organisational goals (Mowday, Steers, & Porter, 1979). 
Affective commitment is therefore the strongest type of organisational commitment because the 
employee feels like they are a part of the organisation and their emotional attachment will lead them 
to want to further the values and goals of the organisation for their own benefit as well. 
The final type of organisational commitment is normative commitment. This is the commitment where 
the person believes that they have a feeling of obligation to the organisation or workplace (Bolon, 
1997). This is a feeling of loyalty that the employees have to the organisation. This type of 
commitment is best explained by the culture or the environment in which the employee was raised 
and how it influenced feelings of loyalty. It is therefore argued that normative commitment is related to 
the way we are raised in society (Meyer & Allen, 1991). This is a relatively new type of organisational 
commitment but this does not mean it is any less effective as the other mentioned types of 
organisational commitment. 
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c) Factors influencing organisational commitment 
Throughout the workplace employees must be given numerous chances to feel committed to the 
organisation. Meyer & Allen, (1997), found that employees that have a good relationship with their 
immediate work group have higher levels of commitment. They discuss their idea that if employees 
are directly committed to their group, their commitment to the overall organization will be higher and 
this is because of their emotional or social connection to the people with whom they are working.  
Lio (1995) concluded that workers‟ organisational commitment is significantly correlated to their 
perceived job security. Employees who are more secure in their jobs will tend to have a higher level of 
organisational commitment than employees with a low level of job security. 
Managers have an important role to play in influencing organisational commitment. Management 
styles can influence the commitment level of employees. Koopman (1991) studied how leadership 
styles affected employees and found those employees who preferred their manager‟s style of 
management had a higher level of commitment to their organisation.  
The relationship that the employee has with their manager will be influenced by the management style 
that is applied by that manager. Therefore, the managers who use a management style that builds 
relationships with the employees is more likely to influence the level of organisational commitment in 
a more positive way. Nierhoff et al (1990) found that the overall management culture and style driven 
by the top management actions are strongly related to the degree of employee commitment. These 
associations bring to light the importance of having good management and the roles of these 
managers in the overall organization.  
Eisenberger et al, (1990) indicated that those employees who felt that they had support from the 
organisation and managers not only have higher levels of commitment, but they are more conscious 
about their responsibilities, have greater involvement in the organization and are more innovative. 
These employees feel they can give back to the organisation in return for the satisfaction that the 
organisation is giving them. Managers and organizations should reward and support their employees 
for the work that they do because this perceived support allows for more trust in the organization.  
Rewards do not only have to be in the form of money, intrinsic rewards are also have a positive effect 
on the commitment of employees to the organisation as these make the employees feel recognised  
(Milkovich & Newman, 2008). 
 
 
 
d) Outcomes of organisational commitment  
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Employees who have a greater organisational commitment will be more receptive to organisational 
change because they will be more willing to achieve the goals of the organisation and have a need for 
the organisation to succeed, they will also be more participative in the change process and have less 
resistance to change. 
This therefore shows the importance of organisational commitment in relation to organisational 
change. Organisations where employees have higher levels of commitment are known to handle 
change efforts more successfully than the organisations with a low level of commitment. It is therefore 
in the interest of the managers to ensure that organisational commitment is high in the organisation.  
Previous research has identified organisational commitment as a requirement for the effective 
implementation of organisational change and change managers rely on the commitment of employees 
when implementing organisational change but however the organisational commitment is also known 
to decrease in response to the change (Visagie & Steyn, 2011). 
The commitment of the employees is challenged when they are insecure about the change efforts that 
are being implemented in the organisation. Unless adequately managed, organisational change 
initiatives result in feelings of fear and uncertainty (Bovey & Hede, 2001), this therefore may lead to 
increased levels of stress, reduced levels of trust between employers and management and declining 
levels of organisational commitment (Coetsee, 1999).  
Research therefore shows that failure of organisational change initiatives can generally be attributed 
to negative employee attitudes towards the change (Durmaz, 2007). This means that it is up to the 
managers in the organisation to ensure that organisational commitment is adopted in the organisation 
in order for change to be accepted by these members.  
The change management literature also claims that the employee attitudes towards organisational 
change can be influenced by the perceptions that these employees develop towards change 
management practices and processes. The culture of the organisation has to be one that breeds 
organisational commitment in order for the organisation to have the loyalty of the members when the 
time comes to implement change into the organisation. 
This therefore shows the importance of organisational commitment in the implementation of change in 
an organisation and shows the reasons why change managers should ensure that the workforce is 
committed to the organisation because they will then be committed to the change efforts being 
implemented. 
The discussion above shows that there is a direct relationship between how the organisation handles 
change efforts and the level of commitment by the employees of the company. Organisational 
commitment is therefore an essential factor to consider in the successful implementation of 
organisational change.  
2.3.2 Job Satisfaction 
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a) Introduction  
The main reason why job satisfaction has been studied by many researchers is because job 
satisfaction has the potential to affect a wide range of behaviours in organizations and contribute to 
employees‟ levels of happiness (George & Jones , 2008). Interesting jobs that provide training, 
variety, independence and control, satisfy employees. In other words, most people prefer work that is 
challenging and stimulating over work that is predictable and routine (Robbins & Judge, 2009). 
Employees will be more satisfied with their jobs if their brain is stimulated and motivated to perform 
the tasks that they are meant to do.  
b) Definitions and dimensions of job satisfaction   
Job satisfaction can be defined as a positive feeling about one‟s job resulting from an evaluation of its 
characteristics (Robbins & Judge, 2009), or as a set of feelings and beliefs that a person has about 
their job (George & Jones , 2008). This basically refers to how satisfied employees feel with their jobs 
and this is a very important attitude because it relates directly with how the employee performs their 
job.  
Spector (1997) defined job satisfaction as an attitudinal variable that can be a diagnostic factor for the 
degree to which people like their job. Job satisfaction is therefore regarded as one of the most 
representative dimensions of organisational behaviour (Gahawazzi, 2008).  
c) Factors influencing job satisfaction  
Existing research points to the existence of four main general factors that may lead to job satisfaction: 
the worker‟s personality; the worker‟s values; the social influence; the work situation itself 
(Gahawazzi, 2008). These are the main factors that influence how the employee feels about their job 
and in turn keeps them satisfied with the work that they are doing. These factors are going to be 
discussed in more detail below as well as other factors that influence job satisfaction in an 
organisation; 
The worker‟s personality affects how he thinks about a job, either being more positive or more 
negative. For example, a person high on extraversion personality trait is more likely to have a higher 
level of job satisfaction, when compared with a worker who is low on that same trait (George & Jones, 
2008). This is because that employee can build relationships with the other employees in the 
organisation and with the managers in the organisation and this will in turn lead to a higher level of job 
security and happiness as was also indicated in the literature on organisational commitment. The 
basic conclusion is that a person‟s character affects the job attitudes, which will reflect on job 
satisfaction (Ghazzawi, 2008). 
The literature reviewed described job satisfaction as the opinions that a person has about the job. If 
the employee feels that the job that they are performing is highly valuable and has a positive impact 
on the organisation and the community around it then they are more likely to be more satisfied with 
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the work that they are doing (Ellickson, 2002). In order for the employee to be satisfied with the job 
they are doing, they have to attach a certain amount of value to it. 
The social influence is also an important factor to account for, in order to understand job satisfaction. 
It is related with the influence that individuals or groups have in the evaluation of the job. Literature 
has provided evidence of the relation between social influence factors and job satisfaction (George & 
Jones, 2008). Social factors usually tend to link with the employees personal happiness and this will 
in turn reflect to the satisfaction they experience in their jobs. The influence of the social factors on the 
employee will also have a direct link to the job satisfaction in that the employees who are more 
satisfied socially will also tend to reflect that same satisfaction in their jobs. 
The work situation is one of the most important determinants of job satisfaction. The degree of 
challenges, the type of tasks and responsibilities, or the types of interactions that a person might have 
on a day-to-day work are the commonly used predictors of job satisfaction (Huselid, 1995). The 
conditions of the workplace will also impact on the satisfaction of an employee. It is therefore the 
responsibility of the organisation to ensure that the working conditions in the company are favourable 
in order to keep the employees more satisfied with their jobs. 
Change in an organisation can have a direct impact on the emotional bond with the organisation, 
which in turn affects job satisfaction. This has therefore led managers to believe that knowing how to 
change and when to change has become very important for most organisations in modern 
economies.  
Further job satisfaction is influenced by a combination of job characteristics for example role 
ambiguity and skill variety.  Individual characteristics for example age, the work that the employee is 
doing and their values also have been shown to influence job satisfaction as well as organisational 
characteristics like leadership and how long the employee has worked for the organisation (Glisson & 
Durick, 1988).  
Organisational change may influence job and organisational characteristics by changing the nature of 
the work being performed by the employees as a result of the change process and, as a result impact 
job satisfaction either positively or negatively. According to Mack et al. (1998), organisational change 
usually causes employees to change their ways of working. Based on their research Mack et al. 
(1998) come to the conclusion that, in general, organisational changes result in increasing levels of 
job dissatisfaction, mainly as a result of increased uncertainty during the process of change.  
However, not every researcher agrees with this theory and this is mainly because of the wide variety 
of organisational changes being studied, each with a different outcome. Organisational change can 
take different forms: reorganizing the work practices, job redesign, organisational growth, 
organisational downsizing. Moreover, while some changes affect the entire organization, other 
changes affect only specific divisions, teams or jobs. Therefore the type of change taking place in the 
organisation will have an influence on job satisfaction depending on whether it affects the employee in 
their job or not. (Reference)  
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The effect of change in the form of organisational downsizing depends on workers‟ previous 
experiences with similar changes. According to Svensen et al. (2007) job satisfaction will decrease if 
previous experiences with downsizing are negative. On the other hand, if previous experiences are 
positive this decrease in job satisfaction will not occur. Cross and Travaglione (2004) argue that 
organisational downsizing will result in higher levels of job satisfaction as the remaining employees 
will be happier than those who left. This can however, be argued against because it is not necessarily 
the least satisfied employees who will leave the organisation and also the employees who are left 
behind might feel dissatisfied because they have lost some members in the organisation that are 
important to them. With regard to work characteristics, organisational downsizing results in increasing 
levels of work load when the same work has to be carried out by fewer employees. The increase in 
the workload of these employees can therefore make them unhappy and dissatisfied if there isn‟t an 
efficient reward system in place to support the increase in work. Following Karasek‟s model (1979), 
increasing workloads (job demands) with the same amount of decision-freedom will result in lower 
levels of job satisfaction. However, as a general rule, employees who have a say in the work that they 
are doing and more job freedom or autonomy tend to have increased levels of job satisfaction as 
these employees are more engaged in the work that they are doing. 
Job design is one of the main determinants of job satisfaction (Humphrey et al., 2007). Job redesign 
results in improved job satisfaction when this job redesign leads to an improved fit between job 
characteristics and employee needs or expectations (Salancik & Pfeffer, 1978). Some change efforts 
are aimed at matching the job with the employee and this will in turn lead to a better fit between the 
worker and the job and lead to the employee performing better in the job and a resultant increase in 
the level of satisfaction. According to Karasek (1979) job redesign results in increased job satisfaction 
when decision autonomy increases. This is because the employees feel like they are more 
responsible for the tasks that they are performing and have the freedom to perform the tasks in the 
most effective way. Increased levels of job satisfaction occur directly after the redesign process after 
which it stabilizes or declines to previous levels as the employees get more used to the new tasks that 
they are doing (Griffin, 1991). It is suggested that focusing on the changing of dissatisfying work 
characteristics may have a positive effect on job satisfaction (Salancik & Pfeffer, 1978) and this is also 
known as the Hawthorne effect (Blumberg, 1968). We can therefore come to the conclusion that the 
redesign of jobs impacts the level of satisfaction if, the job characteristics fit and secondly if the 
redesign process is aimed at changing dissatisfying work characteristics.  
Change in the form of organisational restructuring can also have a separate effect on the job 
satisfaction of the employees in the organisation and this is because it will require a change in the 
culture of the organisation as well which can be either positive or negative. Noblet et al. (2006) 
showed that introducing private sector management strategies in public sector organizations resulted 
in structural, cultural and procedural changes that had negative effects on job satisfaction.  
d) The outcomes of job satisfaction and dissatisfaction 
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Job dissatisfaction can have a number of impacts on the workplace. Employees who are not satisfied 
with their jobs in the workplace can respond in a number of ways namely; exit, voice, loyalty and 
neglect (Robbins & Judge, 2009). The exit response involves the employee leaving the organisation 
and looking for a new position. The voice response involves actively and constructively attempting to 
improve the conditions by suggesting improvements and discussing problems. The loyalty response 
involves passively but optimistically waiting for the conditions to improve, this will include speaking up 
for the organisation in the face of external criticism and trusting the organisation to do the right thing. 
The final response going to be looked at is neglect, this involves passively allowing conditions to 
worsen including absenteeism, tardiness, reduced effort and increased error rate (Robbins & Judge, 
2009). This therefore shows how dissatisfaction can have a negative impact on any organisation 
therefore it is the duty of the organisation and the managers to ensure that the employees are 
satisfied in the jobs that they are doing.  
In conclusion, different organisational changes implemented in a company have diverse effects on the 
level of job satisfaction among the employees and it will depend on whatever change effort is being 
implemented and how the organisation chooses to do it. 
 
2.3.3 Employee Engagement 
a) Introduction  
Employee engagement is a fairly new concept compared with job satisfaction and organisational 
commitment. This section seeks to explain more about employee engagement in order to shed light 
on how it can influence and be influenced by change in the organisation. Research has shown that 
employees who are engaged have a personal interest in improving the performance of the 
organisation (Wheatley & Kellner-Rogers, 1988).  
b) Definitions of Employee Engagement 
Employee engagement is an individual‟s involvement with, satisfaction with and enthusiasm for the 
work he or she does (Robbins & Judge, 2009). Employee engagement can therefore be explained as 
the role that the employee plays in the work that they do and the level of accountability that the 
employee has for the tasks that they perform.  
Employees who are engaged in the organisation are usually more willing to strive to achieve the goals 
of the organisation. The concept of employee engagement can be related to motivation and 
commitment. Research has shown that one of the desirable outcomes of motivating employees is to 
have them work harder and this is also described as one of the desirable outcomes of having 
engaged employees (Grensing-Pophal, 2002). This therefore sheds light on the association between 
engagement and motivation that was previously mentioned. 
c) Factors influencing Employee Engagement 
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Employee engagement has to be promoted and sustained in the organisation in order for it to be 
effective and assist in the change management process. The drivers of employee engagement will 
help shed light on the concept and make it more understandable.  
Gibbons (2006) states that the engagement of an employee can be based on an emotional or 
intellectual connection with the organisation. Employee engagement is more of an intrinsic aspect and 
is influenced by the feelings that the employee has towards the organisation rather than external 
factors like money. 
Gibbons (2006) also states that drivers of employee engagement could be the organisation, the 
leadership in the organisation, the job that the employee is doing, the co-workers or the manager. 
When the employee is satisfied in the job that they are doing and they are happy with the organisation 
that they are working for, they tend to be more engaged in their jobs. This is greatly influenced by the 
people in the organisation, both in terms of the managers and the co-workers because it is known that 
interpersonal relationships are a great driver of satisfaction among workers in an organisation. 
Another driver of employee engagement is the workplace environment and this is greatly influenced 
by the leadership in the organisation. The management in the organisation tends to set the stage for 
an engaged workforce. Ahlrichs (2007) states that an organisation‟s treatment of its employees has 
the greatest impact in forming employee engagement. Employees who have a good relationship with 
their managers tend to feel more connected to the organisation that they are working for because they 
feel that the management cares about their wellbeing in the organisation and values their opinion on 
matters regarding their work. Engagement happens on both a macro and micro level in the 
organisation, with the macro levels representing the organisation in general and what it does to 
promote engagement and the micro level being what the managers do to promote engagement with 
the employees (Rutledge, 2005). This therefore shows that the work environment has a large role to 
play in the engagement of the employees because the worker will first engage with the environment 
that they are working with before they can move to engaging with the organisation as a whole.  
We can therefore come to the conclusion that the main drivers of employee engagement in an 
organisation are the work environment and the managers or leaders in the organisation as well as an 
emotional or intellectual connection with the organisation. It is therefore the role of the managers in 
the organisation to ensure that these drivers of engagement are in place in order to create a more 
engaged workforce that is more susceptive to the change efforts that are being introduced into the 
company.  
d) The outcomes of Employee Engagement 
Employees who are highly engaged have a passion for their work and feel a deep connection with the 
organisation that there are working for as opposed to employees who are disengaged who tend not to 
put any energy or attention into the work that they are doing (Robbins & Judge, 2009). It is therefore 
necessary for the organisation to ensure that their employees are highly engaged in the work that 
they are doing in order to keep them effective and productive.  
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Research has shown that employees who are more engaged are usually more productive, profitable, 
customer focused, safer and more likely to stay with an organisation (The Employee Side of the 
humanSigma Equation).  
Employee engagement has several benefits to the organisation. For example, employees that are 
engaged are more committed to the organisation that they work for (Gobbons, 2006). This therefore 
shows the relationship between employee engagement and job satisfaction or commitment to the 
organisation. The high levels of commitment to the organisation therefore lead to a lower level of 
absenteeism, accidents and a higher loyalty to the customers of the organisation (Ahlrichs, 2007). 
Ahlrichs (2007) also states that employees that are engaged are also a sustainable competitive 
advantage for the organisation. This is because there is a greater focus on doing more with less and a 
requirement for increased innovation and productivity. Employees who are not engaged in the 
organisation will only achieve a minimum level of performance and therefore not help the organisation 
to achieve the goals that it is meant to achieve and this will make it less competitive globally.  
Another benefit of employee engagement is that it involves low or no costs (Grensing-Pophal, 2002). 
The process of employee engagement is cheap to implement and the returns from the process will 
bring the organisation several benefits and also increase the levels of productivity and performance of 
the employees in the organisation. Grensing-Prophal (2002) states that employees often cite the 
intangible aspects of corporate culture as having a strong influence on their engagement. This 
therefore shows that monetary factors are not necessarily the main factor in employee engagement 
but instead a connection to the organisation or the culture of the organisation will have more of an 
impact on the engagement of the employees.  
This therefore shows that the employees who are more engaged in the organisation will tend to be 
more supportive of the change efforts that are being implemented in the company and will have a 
more positive attitude towards the change in the organisation. 
It can therefore be concluded that employee engagement can lead to a more successful 
implementation of change in an organisation because the members of the organisation want to see 
the efforts succeed for the good of the company. 
 
 
 
 
 
2.3.4 Perceived Organisational Support 
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a) Introduction 
Research has shown that employees perceive their organisations as supportive when the reward 
system is fair, when the employees have a voice in decision making in the organisation and when 
their supervisors are seen as supportive (Robbins & Judge, 2009).  
Employees who have a high level of perceived organisational support are more likely to have higher 
levels of organisational citizenship and a higher job performance (Robbins & Judge, 2009). This will 
therefore mean that the employees with a strong perceived organisational support will be more likely 
to be more receptive to any change efforts that might be carried out in the organisation. This is 
because high levels of perceived organisational support will therefore lead to high levels of job 
satisfaction and previous literature searches show that employees high in job satisfaction are usually 
less likely to resist change efforts and more likely to be supportive of the organisation and want it to 
advance.  
Perceived organisational support has been linked to organisational commitment (Eisenberger, Fasolo, 
& Davis-LaMastro, 1990). It has been considered a key predictor of organisational commitment 
especially affective and normative commitment.  
According to Gouldner (1960) employees feel an obligation to help those that helped them, it is 
therefore reasonable to expect that employees with a strong sense of perceived organisational 
support will also have a high level of organisational commitment. This will therefore also link into the 
success of any change efforts that are going to be introduced into the organisation because they have 
more chance of success if the employees have a strong sense of perceived organisational support 
and organisational commitment. High levels of perceived organisational support are believed to 
induce trust and strong feelings of identification with the organisation (Rhoades & Eisenberger, 2002). 
The employee will therefore be more trusting of the organisation in times of change. 
b) Definition of perceived organisational support 
This can be described as the degree to which employees believe that the organisation values their 
contribution and cares about their wellbeing (Robbins & Judge, 2009). It can be explained as the way 
the employees in the organisation think that the organisation appreciates the effort that they put into 
the work that they do. The organisational support theory states that in order to meet socio-emotional 
needs and to assess the benefits of increased work effort, employees form a general perception 
concerning the extent to which the organisation values their contribution and cares about their 
wellbeing (Eisenberger, Huntington, Hutchinson, & Sowa, 1986). Being regarded highly by the 
organisation also helps to meet the employees needs for approval, esteem and affiliation and positive 
valuation by the organisation will also provide an indication that increased effort will be noted and 
rewarded (Sheela & Krishnan, 2012). 
 
c) Factors influencing perceived organisational support 
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There are several organisational aspects that lead to a high level of perceived organisational support, 
some of which are going to be discussed below; 
Pay level satisfaction is one of the major factor antecedents of perceived organisational support. The 
organisational support theory suggests that favourable rewards indicate the organisation values the 
employee‟s contribution to the organisation (Sheela & Krishnan, 2012). When an employee is paid a 
salary amount that they feel they deserve, they will therefore be under the impression that the 
organisation values them and is not trying to take advantage of them.  
Career development opportunities are also known to have an impact on the level of perceived 
organisational support. Perceived organisational support can therefore be increased in an employee 
by providing him/her with developmental opportunities that would meet for their personal growth 
(Sheela & Krishnan, 2012). Employees who feel like they have several development opportunities in 
the organisation will therefore feel like the organisation supports them and would want to see them 
prosper. 
Work-family support is another factor that influences perceived organisational support. Perceived 
organisational support may be related to organisational actions that strengthen employees beliefs that 
the organisation would provide sympathetic understanding and material aid to deal with stressful 
situations at work or at home (Sheela & Krishnan, 2012). It will therefore increase the level of 
perceived organisational support among the employees in the organisation if they feel that the 
organisation provides them with a high level of work family support.  
Another practice that can increase the level of perceived organisational support among the 
employees in an organisation is the supervisory support, also known as leader-member exchange 
(LMX). The treatment that the employee gets from the supervisor tends to contribute to employee 
perceptions of support that he or she receives from the organisation (Sheela & Krishnan, 2012). The 
employees who feel that their supervisors are helpful and supportive to them will usually have a 
higher level of perceived organisational support than the employees who don‟t. Thus it is believed that 
the level of leader member exchange bears a positive relationship with perceived organisational 
support (Sheela & Krishnan, 2012). 
The level of organisational rewards and the job conditions also have an effect on the level of 
perceived organisational support. A variety of rewards and job conditions have been studied in 
relation to perceived organisational support for example; recognition, pay, job promotions, job 
security, autonomy, role stressors and training. According to the organisational support theory, having 
favourable opportunities for these reward will communicate a positive valuation of employees‟ 
contributions and therefore contribute to their level of perceived organisational support (Sheela & 
Krishnan, 2012). 
The size of the organisation can also have an impact on the level of perceived organisational support 
of the employees. It is argued that employees feel less valued in large organisations where the highly 
formalised policies and procedures may reduce the flexibility in dealing with the employees‟ individual 
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needs (Sheela & Krishnan, 2012). Therefore, employees in smaller organisations usually have a 
higher level of perceived organisational support than the employees in large organisations because 
the smaller organisations are more flexible.  
The final antecedent of perceived organisational support is procedural justice. Eisenberger, et al 
(1960) stated that positive discretionary activities by the organisation that benefited the employee 
would be taken as evidence that the organisation cared about their wellbeing. This therefore shows 
that when the employees in the organisation feel that the company is fair and just in all the activities 
relating to the employees then it will lead to a high level of perceived organisational support because 
the employees will feel like they matter to the organisation. 
In conclusion, perceived organisational support will lead to the employees feeling more attached to 
the organisation and therefore improve the general conditions in the company. From this we can 
therefore establish that employees who are high in the level of perceived organisational support will 
tend to have high levels of job satisfaction as well as organisational commitment and this will 
therefore make it easier for them to deal with changes introduced into the organisation because they 
are willing to take part in the change process and ensure its success in order to further the needs of 
the organisation. 
 
d) Outcomes of perceived organisational support 
Perceived organisational support is influenced by various aspects of an employee‟s treatment by the 
organisation and would in turn influence the employee‟s interpretation of the motives of the 
organisation underlying that treatment (Eisenberger, Huntington, Hutchinson, & Sowa, 1986). The 
way that the organisation handles its employees and values their contribution to the everyday 
functioning of the company will influence how the employees feel in relation to the amount of support 
offered to them.  
Employees in an organisation would expect the support of an organisation in a wide variety of aspects 
for example, the organisations likely reaction to the employee‟s future illnesses, mistakes, superior 
performance and the organisation‟s desire to pay a fair salary and make the employee‟s job 
meaningful and interesting (Eisenberger, Huntington, Hutchinson, & Sowa, 1986). Employees who 
are strong in perceived organisational support will therefore feel that the organisation will be 
supportive of them positively in the mentioned aspects.  
Perceived organisational support has several positive consequences in the workplace. It leads to an 
increased level of organisational commitment, influences the employees‟ reactions to their jobs and 
lead to more job satisfaction and job involvement, increases levels of performance in organisational 
tasks, it is expected to reduce stressors in the workplace, create a desire for employees to remain 
with the organisation, lower the rate of turnover and reduce withdrawal behaviour among the 
employees (Sheela & Krishnan, 2012). 
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2.3.5 Management satisfaction 
a) Introduction 
The relationship between employees and their managers is very important in keeping the workforce 
happy and satisfied. In most cases, nurturing good relationships with the employees in the 
organisation can override the negative effects of extrinsic organisational factors and positively 
influence retention (Massaro, 2008). 
b) Factors influencing management satisfaction 
In order for employees to have a high level of management satisfaction, the manager has to use a 
constructive or coaching style of leadership in order to build a good relationship with the employees in 
the organisation. It has been seen as the most successful leadership style in order to keep the 
employees satisfied with management (Massaro, 2008).  This management style will help to nurture 
the employees and help them grow as individuals in the organisation and in return create a bond 
between the managers and the employees. On the other hand, the managers/ supervisors who 
“police” employees will create fear and inhibit employees‟ growth potential (Massaro, 2008). These 
employees will not feel like they can approach the managers in times of need or when they require 
supervision, this kind of relationship will hinder their growth and lead to a low level of management 
satisfaction.  
Management satisfaction can also be fostered by team work. When employees belong to a team, the 
individual feels a personal investment to the organisation‟s shared vision and works to improve 
themselves and the department (Massaro, 2008). Team work creates a sense of shared identity by 
the employees and the managers give the employees more power in decision making and more 
control of their jobs when setting them up in groups. This will therefore make the employees feel less 
like they are being “policed” and more empowered therefore increasing the level of management 
satisfaction among these employees.  
Employees also enjoy the opportunity to make a meaningful contribution to their workplace (Massaro, 
2008). The managers in the organisation should therefore seek opportunities to help the employees to 
exercise their talents and bring out the best in their employees. This will help the employees and 
therefore make them feel more attached to their supervisors and increase the level of management 
satisfaction because the employees will feel that the managers are also trying to help them to improve 
as individuals. 
Employees in an organisation also value security in their jobs. When the employees‟ security is 
threatened due to lack of managerial support, lack of communication or any other factor, the 
employees will begin to feel high levels of anxiety, stress or dissatisfaction (Massaro, 2008). This will 
therefore lead to a lower level of management satisfaction among these employees. It is therefore the 
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duty of the managers to ensure that the employees feel secure in their jobs both financially, physically 
and emotionally in order to create a more generally satisfied workforce.  
Employees in the workplace also do not like to feel like they are being controlled by management. 
Employees don‟t like change when they feel like it is being “done to them” (Massaro, 2008). This 
therefore relates into how management handles change initiatives in an organisation, the employees 
will be more receptive if they feel like they are a part of the change process instead of feeling like they 
have no control and the change is being done to them. Change is much more pleasant for employees 
if they have some input regarding decisions that impact those on the front line therefore implementing 
change with staff suggestions in mind will achieve better staff support and more positive results 
(Massaro, 2008). 
Management satisfaction can also be improved in the workplace through recognition and 
appreciation. Managers should take time to recognise the employees when they do a job well 
because this goes a long way towards keeping the employees satisfied (Massaro, 2008). Recognition 
can be done in several ways, it has been noted that intrinsic rewards like recognition go a long way to 
improve the level of satisfaction of employees and increase the level of motivation in the workplace 
(Milkovich & Newman, 2008). This can be done in several small ways such as a verbal thank you, a 
written note, a performance certificate or an employee of the month recognition award. This will help 
the employees to feel like their efforts are being recognised by their managers and make them want 
to work hard in order to keep up the good work. This will in turn lead to a higher level of management 
satisfaction among these employees and a happier workforce. 
In conclusion, although money can be a powerful motivator among employees, nothing can replace 
good leadership and management (Massaro, 2008). Management satisfaction among employees will 
keep them more satisfied in their jobs, more committed to the organisation, more engaged in the jobs 
that they are doing and also lead to a stronger level of perceived organisational support. This will 
therefore assist in implementing change in the organisation because the employees with a high level 
of management satisfaction will be more willing to assist in achieving the objectives of the 
organisation in the process of change. 
c) Outcomes of management satisfaction 
Management satisfaction is very important to the employees in the organisation because it can 
strongly influence the attitudes of these employees towards their organisational commitment and job 
satisfaction (Massaro, 2008). The relationship between management satisfaction and the general 
happiness of the employees towards their jobs and towards the organisation is a positive one, thus 
the company should strive to maintain relationships between the employees and the managers. 
These employees who are high in management satisfaction will usually also have a strong perceived 
organisational support because they feel that the organisation values their wellbeing and looks out for 
them through the relationships with the managers (Massaro, 2008).  
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In general, employees seek a mutually supportive relationship with their supervisor, a sense of 
belonging and security, a feeling of contribution, control over input and appreciation (Massaro, 2008). 
This will therefore lead to the employees being generally more satisfied with the workplace and this 
will make them more receptive to any change efforts that might be introduced as was shown in earlier 
literature. 
 
2.4 PREVIOUS RESEARCH 
This section deals with previous research that has been done on the constructs that have been 
chosen in this study.  
 
2.4.1 Organisational commitment studies  
Research that was conducted by Visagie and Steyn (2011) on organisational change and its 
relationship with organisational commitment showed that the employee perception of organisational 
commitment will be positive when change is handled in an effective way. Visagie and Steyn (2011) 
measured the levels of organisational commitment among the employees in a company using an 
instrument developed by Meyer and Allen (1997). The research instrument they used consisted of 22 
items measuring commitment, 8 items measuring affective commitment, 6 items measuring normative 
commitment and 8 items measuring continuance commitment. Each of the items was measured on a 
seven point Likert scale. . 
Lumley et al. (2011) found that there is a relationship between job satisfaction of employees and the 
level of organisational commitment. This research found that the employees who were happier with 
their jobs in terms of the pay levels, benefits, rewards, interpersonal relationships and other factors 
are usually less likely to leave the organisation and have a high level of organisational commitment. 
This research therefore clarified the link between organisational behaviour, job satisfaction and 
organisational commitment.  
 
2.4.2 Job satisfaction studies 
Previous research was done by Fourtin (2007) on the impact of organisational change on 
psychological contracts including commitment, obligation and satisfaction. An 18 item questionnaire 
was issued to 111 workers in the Pretoria region of different races and identities with one section 
devoted to job satisfaction using measures from by Rousseau and Tijoriwala (1999). It showed that 
change had an impact on the job satisfaction in the organisation. It also showed that there is a link 
between employer-employee fulfilment to eachother and job satisfaction in the organisation. The 
research therefore concluded that a large scale organisational change programme will moderate 
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differences among the three social identities (black, white and coloured) with respect to commitment, 
obligation and job satisfaction (Fourtin, 2007).  
Research was also conducted by van der Vleuten and Schoeteten (2009) on the impact of 
organisational change on job satisfaction among voluntary and paid workers in the regional 
department of the Dutch Committee for refugees and Immigrants. About 640 workers were evaluated 
to establish the impact that the effect that the changing market conditions had on their level of job 
satisfaction with the organisation. The changes in the market situation consisted of organisational 
growth through mergers, organisational downsizing, and organisational redesign and these changes 
affected the work characteristics that determine job satisfaction (van der Vleuten & Schouteten, 
2009). The hypothesis was tested by comparing the results of two measurements of job satisfaction 
and its major job related antecedents before and after the changes took place in the organisation 
using qualitative measurement to gather the information by studying several documents such as the 
annual report of 2005, the reorganisation plan, and an evaluation report. The researchers also joined 
an evaluation meeting with the voluntary workers in 2007 and interviewed 2 Human Resources 
Managers about the various changes in the organisation and job characteristics (van der Vleuten & 
Schouteten, 2009). The research showed a decrease in the level of job satisfaction between 2004 
and 2007 after the change had taken place in the organisation. 
Research was also conducted by Alas (2007) on the impact of employee participation on job 
satisfaction during change processes in an organisation. The research was conducted on 41 
European companies in Estonia and a questionnaire was devised to measure the connections 
between employee willingness to participate in organisational change process and job satisfaction 
(Alas, 2007). An explorative component analysis was conducted and employee satisfaction and 
employee participation were measured on a 9 item questionnaire in order to find put of there was a 
significant difference. The research results showed that there is a strong correlation between 
employee satisfaction and leadership. Employees are also more satisfied when they perform tasks 
that they like and the workers who are more satisfied with their jobs are less likely to resist change 
processes being introduced into the organisation (Alas, 2007). 
 
2.4.3 Employee Engagement Studies 
Cartwright and Holmes (2006) conducted research on employee engagement and redressing the 
balance and organisational need to recognise the meaning and emotional aspects of work. The 
research showed that human beings have a desperate need for meaning in their lives and will 
sacrifice a great deal to institutions that will provide this meaning for them (Cartwright & Holmes, 
2006). This therefore shows that employees will be more engaged in the work that they do if they 
attach a great deal of value to this work. 
Research was also done by Covil (2010) on how to foster employee engagement during 
organisational change. The conclusion from the research was that leaders play a significant role in 
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maintaining employee engagement and the environments that foster it. It also concluded that the 
perceptions that the individuals and the organisation have of change and development is very 
instrumental in whether the change is achieved successfully (Covil, 2010). Research was mainly done 
using qualitative methods and the research was guided by action research in which the researcher 
was a catalyst for change and enabled the people in the community to recognise and address the 
problem as they saw it. 
Further research was done on employee engagement and change management that showed that 
employee engagement is a primary antecedent for the successful implementation of an organisational 
change initiative (Dicke) – date?? This research concluded that employees who are engaged during a 
change management initiative are likely to have increased “buy-in” and better performance. This 
therefore confirms that employee engagement is an important factor to consider when implementing 
change into an organisation. 
 
2.4.4 Perceived Organisational Support Studies 
Research has been conducted on perceived organisational support and its impact on the attitudes of 
the employees in the workplace. Sheela and Krishnan (2012) conducted research on perceived 
organisational support and its antecedents and consequences. The research was conducted in order 
to explore the various factors that influence perceived organisational support and to study the 
relationship between the influencing factors and perceived organisational support. It came to the 
conclusion that perceived organisational support was affected by three main factors, fairness, 
supervisor support and rewards and job contributions. It also established that perceived 
organisational support had some consequences namely, organisational commitment, job satisfaction, 
task performance and retention of employees. The research also showed that the employee reactions 
to perceived organisational support depended on their levels of professional commitment and 
individual differences played a role in perceived organisational support (Sheela & Krishnan, 2012). 
Also, it was established that just as managers are concerned with the employee‟s contribution to the 
organisation, is the same way that the employees are concerned with the organisation‟s commitment 
to them. 
Perceived organisational support was also researched by Eisenberger et al. (1986). This study was 
concerned with establishing the extent to which the employees in an organisation form a global belief 
concerning the extent to which the organisation values their contribution and cares about their 
wellbeing. A total of 361 employees took part in the research. A survey of Perceived Organisational 
Support was designed for which employees used a 7 point Likert scale (1-strongly agree to 7- strongly 
disagree) to indicate the extent to which they agree with each statement in the questionnaire. The 
questionnaire consisted of 36 questions, stated both positively and negatively in order to the 
agreement response bias (Eisenberger, Huntington, Hutchinson, & Sowa, 1986).  
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The research came up with several conclusions, firstly employees form a global belief concerning the 
extent to which the organisation values their contributions and cares about their wellbeing. Secondly, 
perceived organisational support reduces absenteeism and finally, the relationship between perceived 
organisational support and absenteeism is greater for employees with a strong exchange ideology 
than those with a weak exchange ideology (Eisenberger, Huntington, Hutchinson, & Sowa, 1986). It 
also showed that perceived organisational support can be increased in an employee by the receipt of 
praise and approval as well as material rewards like pay and job enrichment. 
 
2.4.5 Management Satisfaction Studies 
There are very few separate studies that have been conducted on management satisfaction because 
this concept is related to job satisfaction and organisational commitment. Research was conducted by 
Chaulk and Brown (2008) on the assessment of worker reactions towards their union and employers 
after a strike and included the levels of management satisfaction of the employees. The questionnaire 
they used was adapted from the “supervision of job component” of Smith, Kendall and Hulin (1969). A 
10 item index of questions on a 5 point Likert Scale was used to assess the employees.  
Research was also conducted by Kigozi (2012) on the impact of the 2010 strike in a sub-directorate of 
the Nelson Mandela Bay Municipality. This study involved the study of management satisfaction 
before and after the strike had taken place among these workers and the researcher also used the 
measurement from the supervision of job component of Smith, Kendall and Hulin (1969) where a 10 
item questionnaire was issued to measure the level of management satisfaction among the 
employees before and after the strike.  
 
2.5 CONCLUSION AND ANALYTICAL MODEL  
The literature review above discusses two main concepts, change management processes and the 
constructs that may be impacted positively or negatively by the change management process. . 
Change management is a sensitive issue to most organisations because it brings about a lot of 
uncertainty and stress among the employees if it is not handled carefully. Three process models were 
discussed on how to implement change in an organisation, the Hayes generic process model for 
change, Kotter‟s 8 step model for leading organisational change and Lewin‟s 3 step Change model. 
These different models all had different suggestions on how change should be implemented into an 
organisation but they all had the similar idea that change processes should be handled carefully and 
in a systematic manner through a number of steps with an effective communication system in place in 
the organisation.  
The Burke-Litwin causal model of organisational performance and change is a diagnostic model and 
discussed the factors that lead to change in an organisation and how these factors are all linked 
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together in the impact that they have on the organisation. The factors discussed in the model were 
both transactional and transformational and they were the lead drivers of change in the organisation. 
The model shows the link between change in a particular organisational area, the drivers of change in 
the organisation and the likely areas of impact given a particular change intervention.  
In order to avoid the employees resisting change or being negatively affected by any change efforts 
brought into the company, the organisation needs to apply the change efforts into the company in a 
structured and careful way. This is done by following any of the change models that have been listed 
above in the literature. This will also affect the behaviours of the employees in the organisation by 
having an impact on the productivity and performance of the workers. Employees who have positive 
attitudes will tend to have positive organisational behaviours and do their tasks more efficiently.  
Therefore, the second part of the literature review highlighted the employee attitudes that were 
selected to be measured in relation to the change that took in the organisation. The attitudes that 
were chosen included organisational commitment, job satisfaction, employee engagement, perceived 
organisational support and management satisfaction. The literature showed a relationship  between 
these constructs and an increase in satisfaction in one of these constructs will most likely lead to an 
increase in satisfaction in the others and vice versa.  
The literature review showed that change had a significant impact on the attitudes of employees in the 
organisation and if the change management process was not handled carefully, it could lead to a 
situation where the employees were not happy and the organisation could suffer a decrease in 
performance. The literature search showed that change could have a negative impact on job 
satisfaction, organisational commitment and employee engagement. It also showed that if change 
was not handled effectively it could lead to lowered levels of perceived organisational support and 
management satisfaction.  
It was also established in the literature review that the employees who were satisfied with their jobs, 
and management, were engaged and committed to the organisation and perceived that the 
organisation supported them were likely to be more receptive to change efforts that were introduced 
into an organisation. This was because these employees felt more attached to the organisation and 
had a need to see the organisation prosper and were therefore more likely to support the organisation 
in the implementation of change.  
The employee attitudes that were established in the literature review are the attitudes that are directly 
related to the employees and the organisation in that the employees will perform better if these 
attitudes are positive. This is why they were chosen as a basis of the research going to be carried out 
in order to learn how these attitudes are affected by any change that is brought into the organisation 
and this will therefore be used to determine the implication on the organisation. 
According to the Burke-Litwin model, the changes that took place in the National Science Council 
were structural changes and this is a transformational intervention. This intervention was influenced 
by external factors that led to the organisation developing a new strategic direction in order to remain 
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competitive. Thus the structural change in the organisation did have a considerable impact on the 
employees because it brought about change in the different business units and led to restructuring as 
well as downsizing of these units The changes in the business units were of a transactional nature 
and related directly with the day to day work of the employees. This was postulated to have had an 
impact on the attitudes of the employees and this research study is set out to identify how this 
affected the job satisfaction, management satisfaction, organisational commitment, perceived 
organisational support and employee engagement of these workers.  
The attitudes going to be measured in the research affect the motivation, performance and work unit 
climate as shown in the Burke-Litwin model. A positive attitude towards the change will lead to 
positive behaviour in these stated aspects in the model. The model also shows that all the different 
aspects are connected and a change in one of the factors will lead to a change in the other factors in 
the model.  
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CHAPTER 3 - RESEARCH DESIGN  
3.1 INTRODUCTION  
This chapter focuses on the research design used to conduct the study. The research problem, 
objectives and research questions are stated by way of introduction and thereafter the research 
design in terms of general approach, population, sample, measuring instruments, data collection and 
analysis, ethical considerations and the sources of possible error in the study (limitations) are 
discussed below.  
 
3.2 RESEARCH PROBLEM   
Organisational change is known to have a very strong effect on the individuals in an organisation and 
if this change is not handled and managed effectively it may have a negative effect on the employees‟ 
attitudes and behaviours in the organisation. These employees may therefore resist the change 
efforts that are introduced into the company (Bovey & Hede, 2001).  
The restructuring of an organisation can be classified as a transformational intervention (Litwin & 
Burke, 1992). As such is it has a potential to significantly influence key employee attitudes that are 
related to employee and organisational performance. Any deterioration in these attitudes could impact 
negatively on organisational outcomes. As part of the monitoring and review of change interventions, 
management needs to understand the change in employee attitudes towards their work and 
management in their immediate working environment and towards the broader organisation in order 
that, if necessary, corrective action can be taken.  
The literature review discussed the change processes as well as the organisational constructs that 
may be affected by the change in the organisation which were employee engagement, job and 
management satisfaction as well as perceived organisational support and organisational commitment.  
 
3.3 OBJECTIVES 
The primary objective of the study was to investigate whether there has been a change in attitudes of 
employees in two business units of a South African National Science Council after the implementation 
of restructuring in the organisation and the business units. The key attitudes to be measured are job 
and management satisfaction, perceived organisational support, organisational commitment and a 
dimension of employee engagement, dedication.   
 
 
 
48 
 
3.4 RESEARCH QUESTIONS  
The research questions for this study included the following; 
1. What is the change in employee attitudes post-restructuring?  In particular what is the change in 
employee job satisfaction; management satisfaction, employee engagement, commitment to the 
organisation and perceived organisational support?  
2. What is the relationship between the sub-groups, distinguished by gender, occupational level, race, 
home language, age, number of years of service and business unit, and employee attitudes pre-
restructuring? 
3. What is the relationship between the sub-groups distinguished by gender, occupational level, race, 
home language, age, number of years of service and business unit,  and employee attitudes post-
restructuring? 
4 What is the relationship between the sub-groups distinguished by gender, occupational level, race, 
home language, age, number of years of service and business unit, and the change in employee 
attitudes pre and post-restructuring?  
 
3.5 RESEARCH DESIGN  
3.5.1 General approach  
Research design is the methods or the steps, which the researcher proposes in order to conduct the 
research (Dawson , 2002). This includes the “how” of the research and what means the researcher 
has used to obtain the information that is going to be analysed for the study. Several methods can be 
used and it is up to the researcher to choose a method that is relevant and applicable to the study that 
they are conducting. 
The nature of this research is descriptive. In order to solve the research questions the researcher 
used a pre-test and post-test measurement of employee attitudes. A survey using a structured self-
administered questionnaire was used to collect information regarding employee attitudes before and 
after the restructuring of the organisation and business units.   
 
3.5.2 Population and sample selection 
The organisation selected for this study was one of the eight National Science Councils in South 
Africa. The National Science Council has twelve business units. The research was carried out on the 
employees in two of the twelve business units in the organisation which for the purposes of this study 
shall be referred to as Business Unit A (BUA) and Business Unit B (BUB). The researcher used 
purposive sampling to choose these two business units of the National Science Council that had been 
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affected by the restructuring efforts that were implemented in the organisation. Purposive sampling is 
when the respondents are handpicked on the basis of specific characteristics (Black & T, 1999). In 
this case, the specific characteristic was that the business units had to have been affected by the 
restructuring that had taken place in the organisation. All the employees of the two business units 
constituted the sample.  
These business units were studied and compared in the way that employee attitudes were affected by 
the restructuring initiatives. These two business units were chosen because they were the most 
accessible and had comprehensive restructuring changes take place that affected the employees in 
these units.  
Table 3.1 below shows the population of the two business units by business unit and occupational 
level. 
Table 3.1 The Population by business unit and occupational level 
Occupational level BUA BUB Total 
Administrative support total  12 7 19 
General Service total  3 - 3 
Management total 15 7 22 
Researchers 85  85 
R&D support total  30 - 30 
Research assistance total  33 - 33 
Sub-total Research total  148 150 298 
Total 1 178 164 342 
Other  36 75 111 
Total 2 214 239 453 
  
The National Science Council has the following occupational levels in the business units; 
administrative support, general service, management, research and development support, research 
assistance and researchers. The majority of employees in these two business units are all highly 
skilled and involved in carrying out research for the organisation.  
The Total 1 in Table 3.1 indicates the total number of employees as supplied by each business unit 
per occupational level.  
The two business units categorised their occupational levels differently and BUB grouped most of 
their categories into a single occupational level which is why some occupational levels in that unit 
have no employees while others have larger numbers. The administrative support included the group 
assistants and the artisans. The research total includes the researchers, technicians, engineers and 
technical assistants.  
There was a difference in the number of employees that was provided to the researcher in the email 
list for each business unit and the number of employees that was provided per occupational level. The 
email list had more employees than the actual list of employees per occupational level. The numbers 
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that were not accounted for in the occupational level list have been were placed under “other”.in Table 
3.1.   
In total the emailed questionnaire was sent to 214 employees within the BUA and 239 employees in 
BUB respectively for a total of 453 employees.  
 
3.5.3 Measuring instruments  
The measuring instrument that was used for this research was two questionnaires, one for each 
business unit, that were designed to encompass all the constructs that were being measured both 
before and after the restructuring took place in the organisation. Each business unit was administered 
the same questionnaire in order to compare their responses.  The questions posed in each section 
were meant to reveal the change in the employees‟ attitudes after the restructuring took place. The 
questions in the questionnaire measured job and management satisfaction, employee engagement, 
organisational commitment and perceived organisational support.  
The questionnaire was developed in English because the employees were all highly skilled and 
familiar with the language. The questionnaire is attached as an Appendix 1 at the end of the 
document.  
The questionnaire was adapted from a number of sources and compiled in order to measure the five 
constructs that were chosen for the study. There were 41 questions in total across the five constructs. 
In addition the respondents were asked to complete biographical questions. 
 The questionnaire was divided into 3 sections.  
Section 1: Biographical details   
The first section dealt with the biographical details namely the gender of the employees, the number 
of years they worked for the organisation, their race, occupational level, age and home language. 
These questions were selected in order to differentiate between the different levels in the organisation 
(occupational) and to determine if there‟s a difference in the attitudinal perceptions of the employees 
based on their age, gender, race or the number of years that they have worked for the organisation. 
The age and length of service of the employees was asked in order to determine the relationship 
between these characteristics of the employees and their commitment levels to the organisation.  
Section 2: Attitudes before the restructuring  
Section 2 was divided into two sections with the first section A1 including questions measuring job 
satisfaction (8 questions), management satisfaction (10 questions) , organisational commitment (10 
questions) and perceived organisational support (8 questions) before the change took place in the 
organisation. These were all measured on a 5-point Likert scale in order to have uniformity among the 
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measurements. This scale was from 1 „strongly disagree‟, 2 „disagree”, 3 “neutral”, 4 “agree” and 5 
“strongly agree”. The total was 36 questions. 
Section A2 measured a dimension of employee engagement (dedication to the organisation) before 
the change was introduced in the organisation and had 5 questions measured on a 7-point Likert 
scale. This construct was separated from the other four constructs because it had to be measured 
using a 7-point scale as opposed to the 5-point scale used by the other constructs. The scale ranged 
from 1 “never”, 2 “almost never”, 3 „rarely”, 4 “sometimes”, 5 “often”, 6 “very often”  and 7 “always”. 
This was a total of 41 questions for the two sections combined. 
Section 3: Attitudes after the restructuring  
Section 3 was divided in two sections, B1 and B2. The questions in B1 and B2 were identical to those 
posed in A1 and A2 except that the questions were phrased to reflect the present rather than the past.  
The items used to measure job satisfaction, management satisfaction and organisational commitment 
were adapted from Chaulk and Brown (2008). Ten items measure organisational commitment, eight 
measure job satisfaction and ten items measure management satisfaction. The original Chaulk and 
Brown questionnaire measured these three constructs using four different scales, some of which were 
five point scales and some were seven point scales. These three measures were all converted to a 
uniform 5-point Likert scale since it has been found within the South African context that a 5-point 
Likert is the most useful and most conventional scale (Harzing, 2009). 
The items used to measure perceived organisational support were chosen from a survey by 
Eisenberg, et al. (1986). This survey consisted of thirty six (36) questions, eight (8) of which were 
selected for the questionnaire to measure perceived organisational support.  These eight questions 
were selected based on their relevance in relation to the research that was conducted. .  
After scrutiny by the Human Resource Manager of the National Science Council, one of the questions 
from the Eisenberg, et al. (1986) had to be modified in order to make it clearer for the respondents to 
understand. Question 1 in the questionnaire was changed by adding some extra words. It was edited 
from “My organisation would forgive an honest mistake on my part” to “The organisation would forgive 
an honest mistake on my part in relation to my job”. This was done to make it clear that the question 
related to the job that the employee is doing in particular and not any mistake made by the employee. 
The employee engagement section of the questionnaire was adapted from a survey questionnaire 
used by Schaufeli & Barker (2003). This study had 17 questions in total that were used to measure 
three dimensions of worker engagement,  vigour (6 items ), dedication (5 items ) and absorption (6 
items ). The researcher chose to use only the items on dedication in the questionnaire because the 
other two dimensions, vigour and absorption, were not relevant to what the researcher was measuring 
in the study. The worker engagement construct in this study was measured using a 7-point Likert 
scale ranging from “never”, “almost never”, “rarely”, “sometimes”, “often”, “very often” and “always”. 
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The respondent was asked to pick the answer most suitable to how they felt both before and after the 
change had taken place in the organisation. 
The thirty-six items in the questionnaire measuring job satisfaction, management satisfaction, 
perceived organisational support and organisational commitment were randomised in order to obtain 
the most accurate information from the respondents. The questions on employee engagement were 
not randomised with them because a different scale was used to measure employee engagement.  
 
3.5.4 Collection of data  
On completion of the questionnaire, a draft was sent to the senior manager of human resources in the 
National Research Institute for approval before it was sent out to the selected employees. On 
approval the questionnaire was uploaded on the university web-survey site.  
The senior manager of the human resources department briefed the human resource managers in the 
two selected business units, that is the BUA and the BUB. These managers then presented the idea 
to the employees in the departments in order to prepare them for the questionnaire that was going to 
be submitted to them.  
The email addresses of the respondents were sent to the researcher who sent the link to the 
questionnaire to the complete list of employees in the two business units in order for them to 
complete.   
During the round of self-administered electronic questionnaires, all the four hundred and fifty three 
(453) employees (the total number of email addresses supplied) from these two units were requested 
to complete the questionnaire.  
The questionnaire was sent out on the 5
th
 of October and ran for duration of 28 days until the 2
nd
 of 
November. Several reminders were sent out to the employees by the researcher during this period to 
urge them to take part in the survey because of the low number of responses. The first reminder was 
sent out on the 10
th
 of October (appendix 4), the second reminder was sent out on the 17
th
 of October 
and three reminders were sent out in the last week on the 22
nd
 October, 23
rd
 October and 24
th
 
October. The human resource manager of BUB also sent out a reminder to the employees in that unit 
to take part in the survey on the 30
th
 of October and this was the final reminder that was sent out. 
The total number of employees who completed the questionnaire was 64 employees (30 employees 
from BUA and 34 employees from BUB) giving a response rate of 14.1%. 
This response rate was considered low given the involvement of the human resource management in 
interacting with the employees. There is difficulty assessing the rate per occupational level given the 
confusion in the numbers supplied as the initial population (see Table 3.2). 
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Table 3.2 The response rate by business unit and occupational level 
Occupational level Population  
BUA 
Sample  
BUA  
Response 
rate  
Population 
BUB 
Sample 
BUB  
Response 
rate 
Administrative support 
total  
12 2 16.7% 7 2 28.7% 
General Service total  3 3 100% - 0 0 
Management total 15 4 26.7% 7 2 28.7% 
Researchers 85 15 17.6%    
R&D support total  30 1 3.3% -   
Research assistance 
total  
33 3 9.1% -   
Sub-total Research 
total  
148 19 12.8% 150 25 16.7% 
Total 1 178   164   
Other  36 2  75 5  
Total 2 214   239   
 
3.5.5 Data capture and analysis 
The following section discusses the methods that were used to analyse the data that was collected 
with the survey questionnaire. 
The survey questionnaire was extracted from the web-survey-site and captured in MS Excel. 
Descriptive statistics including frequencies, percentages, means, and standard deviations were used 
to analyse the data. The group characteristics such as gender, occupational level, race, home 
language, age, number of years of service and the business unit were used where appropriate in the 
data analysis. 
For the inferential statistics, a t-test analysis for the pre-test and post-test scores was done and 
Cohen‟s d rule was applied to the results. T-tests, ANOVA and Duncan tests were used to determine 
the statistical difference for the impact of each sub-group on the affective measures. The level of 
significant statistical difference was set at alpha= 0.05 and the level of practical significance was 
determined using Cohen‟s d where intervals of 0.0 <d<0.5, 0.5<d<0.8 and d<0.8 are small, moderate 
and large respectively. 
The reliability of each affective measure scale was determined using Cronbach‟s coefficient alpha. A 
coefficient alpha of 0.7 was considered reliable. 
 
3.6 ETHICAL CONSIDERATIONS  
A number of norms and values need to be put into consideration when research is being carried out. 
The ethical issues that the researcher considered through the duration of the study are summarised 
below. 
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3.6.1 Voluntary participation 
After receiving confirmation and permission to carry out the research on the National Science Council, 
the researcher sent out a number of emails to the employees in the business units requesting their 
participation in the survey. The researcher made it very clear in the email sent out to the employees 
requesting their participation and in the introduction to the questionnaire that participation in the 
survey was entirely voluntary (for example, see appendix 3). The researcher also continued to stress 
that participation was voluntary with each reminder that was sent out to the employees when they 
were being requested to take part in the survey (for example see appendix 4). With this, only the 
employees who were willing to take part in the survey did so. 
 
3.6.2 Confidentiality 
In the introduction to the questionnaire that was sent out to the employees via email, the respondents 
to the survey were informed that only the researcher and the supervisor of the research would be 
handling the data collected therefore the information received would be confidential. 
 
3.6.3 Anonymity of responses   
The respondents were also guaranteed anonymity when taking part in the survey regardless of the 
fact that the questionnaires were sent to their email addresses. This was also clearly stated out in the 
email introducing the questionnaire to the employees in the two business units. The questionnaire did 
not require the respondents to give their names, identity numbers, employment numbers or any other 
means of identification that might link the response to the employee. This guaranteed the anonymity 
of the responses received while the survey was being carried out. The introduction to the 
questionnaire also stated that there was no way of linking the information given to a particular 
questionnaire.  
 
3.6.4 Protection of participants  
For any research that may involve obtaining information based on mutual trust, rights, sensitivities 
and interests of the respondents must be protected (Mouton , 2001). 
In order to ensure that no physical or psychological harm would come to the participants from taking 
part in the research, all the information that was collected in the survey was strictly confidential and 
anonymous. The names, ID numbers and employer numbers of the employees were not required in 
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order to ensure that the responses were not tied to any particular employee and therefore ensuring 
their safety.  
 
3.7 SOURCES OF ERROR AND SHORT COMINGS 
The questionnaire was delivered electronically via email which meant that there was limited 
interaction between the researcher and the respondents and this may have affected the quantity and 
quality of the answers that were obtained.  
Secondly, the questionnaire was quite long, comprising of 82 questions in total and taking an 
estimated 20 minutes to complete. This may have limited the number of employees who would take 
part in the survey because it was time consuming.   
The National Science Council was located in a different and distant city from where the researcher 
was located which made it impossible to travel back and forth to conduct the research. This therefore 
made it impossible to carry out face to face interviews and obtain other information that might have 
been relevant to the research. All communication with the head of Human Resources had to be done 
telephonically and through email and this was difficult because of time constraints and 
miscommunication that the researcher experienced. 
Some employees had not been working at the organisation at the time when the restructuring took 
place so they were not able to take part in the survey. This limited the number of respondents who 
could participate in the research. The researcher was unable to establish the number of new 
employees from the respective human resource managers  
In addition, some of the email addresses that were provided to the researcher were not correctly 
stated and ended up bouncing back or failing to deliver to these particular respondents. This could of 
course have been email addresses of previous employees and may account for the large difference 
between the numbers given in the occupational breakdowns supplied and the number of email 
addresses given. If the number of employees in fact matched the number supplied per occupational 
level then the response rate to the questionnaire would be 18.7%. 
The sample which comprised of 64 respondents, 30 from BUA and 34 from BUB was a small sample. 
This therefore limited the level of statistical analysis of the survey responses and the opportunity to 
generalise the results across the business unit populations.  
There might have also been a reluctance of the employees to complete the survey because it was 
dealing with change in the organisation and this topic was quite sensitive because it affected the 
employees in a number of ways including the downsizing of some departments. Even though the 
researcher explained to all the employees that the research was for academic purposes and that their 
responses would be kept confidential, most of the employees chose not to take part in the research.  
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3.8 CHAPTER SUMMARY  
This chapter outlined the research problem, objective for the study and research questions. It further 
described the features of the research design that was used in the conducting of this study. This 
chapter also discusses the ethical considerations that were reflected when conducting the research 
as well as sources of error that were experienced with the research. The results of the study are 
presented in the chapter four that follows.  
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CHAPTER 4 - RESEARCH RESULTS AND DISCUSSION 
4.1 INTRODUCTION  
This chapter depicts the results that were obtained from the self-administered questionnaires. The 
chapter is divided into two sections. Section one gives the results of the questionnaire and section two 
discusses the results in relation to the research questions.  
 
4.2 RESULTS FROM THE SURVEY  
4.2.1 Sample Demographics 
Table 4.1: Sample profile of employees at the National Science Council (n=64) 
 Frequencies 
(f) 
Percentages 
% 
Gender Males 33 51 
Females 31 49 
Race African 32 50 
Coloured 3 5 
Indian 2 3 
White 27 42 
Occupational 
level 
Administrative support 4 6 
General service 3 5 
Management 6 9 
Research & development 6 9 
Research assistance 21 33 
Researchers 17 27 
Other 7 11 
Home 
language 
English 22 34 
Afrikaans 16 25 
African language 17 26 
Other 9 15 
Age Up to 30 years 20 31 
31-40 years 19 30 
41+ years 25 39 
Years of 
service 
0-3 years 20 31 
4-9 years 27 42 
10+ years 17 27 
 
Table 4.2 below shows the categories that were collapsed together in the sample profile. The race 
category was collapsed into Black and White. With the Black category including the Africans, Indians 
and Coloureds and the White category include only the white employees. The occupational level 
category was also collapsed into the management and researchers and the support services that 
included the research assistance, general service, administrative support and research and 
development and the “other” category.   
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Table 4.2: Sample profile with collapsed categories for race and occupational level 
 Frequencies 
(f) 
Percentages 
% 
Race Black 37 58 
White 27 42 
Occupational 
level 
Support services 41 64 
Managers & Researchers 23 36 
 
Table 4.1 shows the sample that took part in the study. A total of 64 employees took part in the 
survey, 33 of whom were males with a percentage of 51% and 31 females with a percentage of 41%.  
Table 4.1 also shows the racial profile of the employees that took part in the survey. The majority of 
the employees that took part in the study were African with 32 employees at a percentage of 50%. 
The white employees who took part in the survey were 27 at a percentage of 42%. This was followed 
by the coloured employees at 5% and finally the Indian employees who comprised of 3% of the 
sample population. Table 4.2 shows these categories collapsed into Black and White, therefore giving 
the Black respondents 58% and the White employees at 42%. 
There are also seven different occupational levels of employees that were a part of the survey. The 
majority of the employees were research assistants with 21 employees at 33%, then the researchers 
with 17 employees at 27%, management with six employees at 9%, research and development with 
six employees at 9%, administrative support had four employees at 6% participating in the survey and 
the “other” seven for 11% of the employees came from other occupational levels that did not fall 
among any of the ones listed. For the purpose of this study, the occupational levels were grouped into 
the six-sub groups as supplied by the National Science Council, However, some of the employees 
chose “other” as their occupational level because they did not fit into any of the levels that were used 
in the study. Table 4.2 collapsed the occupational level into the support services 64% and the 
management and researchers 36%. These two categories were used for analysis purposes. . 
Table 4.1 also showed the home language distribution of the sample profile. Twenty-two of the 
participants were English speakers (34%), there were 16 Afrikaans speakers for a percentage of 25%. 
The African language speakers were 17 with a percentage of 26% and the employees who spoke 
other languages were nine with a percentage of 11%. 
The participants of the study were also requested to indicate their actual age as a part of the 
biographical details of the survey. The ages were then categorised into three groups when the data 
was analysed. The results show that 20 employees were aged below 30 with a percentage of 31%, 19   
employees were aged between 31-40  with a percentage of 30% and the respondents above 41 years 
were 25 with a percentage of 39%. 
The number of years that the respondents had worked at the National Science Council was also 
required in the survey. This was also categorised into three groups when the data was being 
analysed. The employees who had worked there for less than 3 years were 20 employees (31%). The 
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number of employees who had worked at the organisation for 4-9 years was 27 with a percentage of 
42% and the employees who had worked there for more than 10 years were 17 with a percentage of 
27%.  
Table 4.3: Sample profile of employees at the National Science Council- BUA (n=30) 
 Frequencies 
(f) 
Percentages 
% 
Gender Males 14 47 
Females 16 53 
Race African 16 53 
Coloured 1 3 
Indian 0 0 
White 13 44 
Occupational 
level 
Administrative support 2 7 
General service 3 10 
management 4 13 
Research & development 1 3 
Research assistance 3 10 
Researchers 15 50 
other 2 7 
Home 
language 
English 10 33 
Afrikaans 10 33 
African language 7 24 
Other 3 10 
Age Up to 30 years 7 24 
31-40 years 10 33 
41+ years 13 43 
Years of 
service 
0-3 years 10 33 
4-9 years 11 37 
10+ years 9 30 
 
Table 4.3 above shows the sample profile for the respondents who took part in the survey from BUA. 
This business unit had a total of 30 respondents. 14 of these respondents were male with 47% and 16 
of these respondents were female with 53%.  
 
Table 4.4 Showing the collapsed values for BUA (n=30) 
 Frequencies 
(f) 
Percentages 
% 
Race Black  17 56 
White 13 44 
Occupational 
level 
Support services 11 37 
Management and 
researchers 
19 63 
 
Table 4.4 above shows the sample profile for BUA with the collapsed categories. The racial profile 
was also grouped into Black (Indian, Coloured and African) and white. The occupational levels were 
also grouped into management and researchers and support services (administrative support, general 
service, research and development, research assistance and other). 
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The racial profile of BUA had majority of the respondents being African with 16 respondents at 53%, 
followed by the White employees who were 13 with a percentage of 44% and the number of coloured 
employees who took part was 1 with a percentage of 3% and no Indians took part in the survey with 
0% response. Table 4.4 shows these categories collapsed into Black and White, therefore giving the 
Black respondents 56% and the White employees at 44%.  
The response of the workers in BUA according to the occupational levels showed that the researchers 
were the majority with 15 participants at 50% of the sample, the management had 4 employees who 
took part at 13%, and general service had 3 employees at 10 as well as research assistance that also 
had 3 employees at 10%. Administrative support had 2 respondents at 7% and research and 
development had 1 respondent at 3%. The “other” category had 2 respondents at 7%. Table 4.4 
collapsed the occupational level into the support services 37% and the management and researchers 
63%.  
The home language distribution for BUA included the English speakers having ten respondents at 
33%, the Afrikaans speakers had ten responses as well at 33%, the African language speakers had 
seven respondents at 24% with the employees whose home language was none of the above being 3 
at 10%. 
The age distribution of the employees In BUA that took part in the study showed that majority of them 
were above 41 years with 13 respondents at 43%, then the employees aged between 31-40 who 
were ten at 33.% and then the employees who were under the age of 30 who were seven at 23%. 
The number of years of service that the respondents had worked at the National Science Council in 
BUA was also grouped into three categories when the data was being analysed. The majority of the 
respondents had worked at the organisation between 4-9 years with eleven respondents at 37%, the 
respondents who had worked there for up to 3 years were 10 with a percentage of 33.3% and the 
respondents who worked there for more than 10 years were 9 with a percentage of 30%. 
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Table 4.5 Sample profile of employees at the National Science Council - BUB (n=34) 
 Frequencies 
(f) 
Percentages 
%  
Gender Males 19 56 
Females 15 44 
Race African 16 47 
Coloured 2 6 
Indian 2 6 
White 14 41 
Occupational 
level 
Administrative support 2 6 
General service 0 0 
Management 2 6 
Research &  development 5 14 
Research assistance 18 53 
Researchers 2 6 
Other 5 15 
Home language English 12 35 
Afrikaans 6 18 
African language 10 29 
Other 6 18 
Age Up to 30 years 13 38 
31-40 years 9 27 
41+ years 12 35 
Years of service 0-3 years 10 29 
4-9 years 16 47 
10+ years 8 24 
 
Table 4.5 above shows the sample profile for the respondents at BUB at the National Science 
Council. The total number of respondents from this business unit was 34 with 19 male respondents, 
56% of the sample and 15 female respondents at 44% of the sample.  
Table 4.6 Collapsed values for BUB (n=34) 
 Frequencies 
(f) 
Percentages 
%  
Race African 20 59 
White 14 41 
Occupational 
level 
Support services 30 88 
Management & researchers 4 12 
 
Table 4.6 above shows the sample profile for BUB with the collapsed categories. The racial profile 
was grouped into Black (Indian, Coloured and African) and White. The occupational levels were also 
grouped into management and researchers and support services (administrative support, general 
service, research and development, research assistance and other). 
 
The racial profile of the respondents from BUB included 16 Africans at 47% of the sample, 14 White 
employees who comprised of 41% of the sample, two coloured respondents at a percentage of 6% of 
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the sample and two Indian employees who took part in the survey also comprising 6% of the sample. 
Table 4.6 shows the racial category collapsed into Black and White, therefore giving the Black 
respondents 59% and the White employees at 41%.  
The occupational level distribution of the sample profile from BUB had the majority of the respondents 
from research assistance with 18 respondents at a percentage of 53%, followed by the research and 
development had 5 respondents at 14% then the administrative support that had two respondents at 
6%, the researchers which also had two respondents at 6% and the management that had two 
responses as well at a percentage of 6%. The other respondents that did not fall into any of the listed 
occupational levels were included among “other” and this had five respondents at 15% of the sample 
of BUB. Table 4.6 collapsed the occupational level into the support services 88% and the 
management and researchers 12%.  
The home language distribution for the sample at BUB included twelve English speakers at 35% of 
the sample, six Afrikaans speakers at 18% of the sample, ten African language speakers at 29% of 
the sample and six respondents for other that did not fall into any of the listed categories for home 
language which is 18% of the sample population.  
The age distribution for the sample at BUB showed that the majority of the respondents who took part 
in the study were up to 30 years with a percentage of 38%. This was followed by the employees who 
were 41 or above who took part in the study from BUB were twelve at a percentage of 35%. The 
employees from BUB who took part in the study that were between 31-40 years were nine at a 
percentage of 27%. 
The number of years of service that the respondents had worked at the National Science Council in 
BUB was grouped into three categories when the data was being analysed just like it was done with 
the total sample and BUA. The majority of the respondents had worked at the organisation between 
4-9 years with 16 respondents at 47%, the respondents who had worked there for up to 3 years were 
ten with a percentage of 29% and the respondents who worked there for 10 years or more were eight 
with a percentage of 24%. 
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4.3 THE RELIABILITY OF THE AFFECTIVE FACTORS PRE AND POST RESTRUCTURING 
Table 4.7 Cronbach’s alpha for the affective factors 
No.   Cronbach’s 
alpha 
Mean Standard 
Deviation 
F1 Organisational commitment  Pre-strike 0.91 3.51 0.83 
Post-strike 0.93 3.26 0.91 
F2 Perceived organisational 
support 
Pre-strike 0.89 3.15 0.81 
Post-strike 0.93 2.97 0.91 
F3 Job satisfaction Pre-strike 0.78 3.55 0.63 
Post-strike 0.82 3.36 0.71 
F4 Management satisfaction  Pre-strike 0.95 3.17 0.90 
Post-strike 0.97 2.98 1.02 
F5 Employee engagement Pre-strike 0.88 5.51 1.16 
Post-strike 0.92 5.37 1.30 
 
As indicated in table 4.7 above, the Cronbach‟s alpha for organisational commitment, perceived 
organisational support, job satisfaction, management support and employee engagement both pre 
and post restructuring were all acceptable as they were all above 0.7. Therefore these factors can all 
be considered reliable. 
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4.4 RESULTS FOR THE AFFECTIVE FACTORS PRE-RESTRUCTURING AND POST-
RESTRUCTURING 
4.4.1 Organisational commitment  
Table 4.8 Organisational commitment for sample pre-restructuring 
  n=64 
No. Description Low 
(1,2) 
Average 
(3) 
High 
(4,5) 
Mean SD 
  f % f % f %   
A2.2 I found that my values and the National 
Science Council values were similar 
6 9 15 16 43 75 3.69 0.96 
A2.11 I told others that the National Science 
Council was a great company to work for 
12 19 14 22 38 59 3.55 1.14 
A2.12 I did really care about the fate of the 
organisation 
6 9 8 12 50 78 3.94 1.02 
A2.18 The National Science Council really 
inspired the very best in me in the way of 
job performance 
13 20 17 27 34 53 3.42 1.19 
A2.23 The National Science Council was the 
best  possible organisation to work for 
12 19 25 39 27 42 3.33 1.13 
A2.25 I felt very loyal to the National Science 
Council 
9 14 19 30 36 56 3.59 1.12 
A2.26 I agreed with the National Science 
Council policies on matters relating to its 
employees 
20 31 23 36 21 33 2.97 1.08 
A2.27 Deciding to work for the National Science 
Council was a good decision on my part 
7 11 13 20 44 69 3.37 1.06 
A2.33 I would have accepted any job 
assignment in order to maintain 
employment with the National Science 
Council 
20 31 16 25 28 44 3.11 1.21 
A2.35 I was proud to tell others that i was an 
employee at the National Science Council 
9 14 11 17 44 69 3.80 1.12 
AF1 Organisational commitment  5 8 25 39 34 53 3.51 0.83 
 
Table 4.8 above shows the organisational commitment of employees in the organisation before the 
restructuring took place. The respondents were positive about most of the 10 items testing 
organisational commitment. Pre-restructuring, the employees were most positive about the following 
issues related to organisational commitment; the issue relating to whether they really care about the 
fate of the organisation (M=3.94, SD=1.02). The respondents were also positive that they were proud 
to tell others that they were an employee at the National Science Council (M=3.80, SD=1.12). The 
respondents were also positive that deciding to work for the National Science Council was a good 
decision on their part (M=3.37, SD=1.06). The respondents were least positive about agreeing with 
the National Science Council policies on matters relating to its employees (M=2.97, SD=1.08).  
The overall perception of the employees towards organisational commitment before the restructuring 
took place was positive (M= 3.51, SD = 0.83). 
65 
 
 
Table 4.9 Organisational commitment for the sample post-restructuring 
  n=64 
No. Description LOW 
(1,2) 
AVERAGE 
(3) 
HIGH 
(4,5) 
Mean SD 
  f % f % f %   
B4.2 I find that my values and the National 
Science Council values are similar 
15 23 19 30 30 47 3.20 1.12 
B4.11 I tell others that the National Science Council 
is a great company to work for 
14 22 16 25 34 53 3.34 1.22 
B4.12 I do really care about the fate of the 
organisation 
11 17 9 14 44 69 3.67 1.21 
B4.18 The National Science Council really inspires 
the very best in me in the way of job 
performance 
14 22 22 34 28 44 3.20 1.12 
B4.23 The National Science Council is the best  
possible organisation to work for 
19 30 21 33 24 38 3.05 1.12 
B4.25 I feel very loyal to the National Science 
Council 
 
13 20 16 25 35 55 3.45 1.21 
B4.26 I agree with the National Science Council 
policies on matters relating to its employees 
23 36 22 34 19 30 2.86 1.17 
B4.27 Deciding to work for the National Science 
Council is a good decision on my part 
8 12 18 28 38 59 3.52 1.08 
B4.33 I would accept any job assignment in order to 
maintain employment with the National 
Science Council 
28 44 17 27 19 30 2.80 1.17 
B4.35 I am proud to tell others that I am an 
employee at the National Science Council 
9 14 19 30 36 56 3.50 1.15 
BF1 Organisational commitment  9 14 30 47 25 39 3.26 0.91 
 
The respondents were still positive about being committed to the organisation after the restructuring 
had taken place. The respondents were most positive that they do really care about the fate of the 
organisation (M=3.67, SD=1.21). They were also positive that deciding to work for the National 
Science Council is a good decision on their part (M=3.52, SD=1.08). Employees were neutral 
regarding The National Science Council is the best possible organisation to work for (M=3.05, 
SD=1.12). The respondents were least positive that they would accept any job assignment in order to 
maintain employment with the National Science Council (M=2.80, SD=1.17) and agreeing with the 
National Science Council policies on matters relating to its employees (M=2.86, SD=1.17).  
Overall, the employees remained committed to the organisation post –restructuring (M=3.26, SD= 
0.91). 
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4.4.2 Perceived organisational support  
Table 4.10 Perceived Organisational Support pre-restructuring 
  N= 64 
No. Description LOW 
(1,2) 
AVERAGE 
(3) 
HIGH 
(4,5) 
Mean SD 
  f % f % f %   
A2.1 The National Science Council would have 
forgiven an honest mistake on my part 
7 11 30 47 27 42 3.14 0.97 
A2.4 The National Science Council was willing 
to help me if I needed a special favour 
14 22 28 44 22 34 3.09 1.02 
A2.6 The National Science Council cared about 
my general satisfaction at work 
17 27 22 34 25 39 3.12 1.15 
A2.14 The National Science Council cared about 
my well being 
16 25 18 28 30 47 3.22 1.20 
A2.15 If my job was eliminated, the National 
Science Council would have preferred to 
transfer me rather than retrench me 
7 11 23 36 34 53 3.48 0.99 
A2.17 If I decided to quit, the National Science 
Council would have tried to persuade me 
to stay 
18 28 28 44 18 28 2.95 1.05 
A2.22 The National Science Council strongly 
considered my goals and values 
16 25 30 47 18 28 3.08 1.16 
A2.30 The National Science Council regarded my 
best interests when it made decisions that 
affected me 
21 33 26 41 17 27 2.88 1.03 
AF2 Perceived organisational support 8 13 41 64 15 23 3.15 0.81 
 
Table 4.10 above shows that the perceptions regarding the majority of items indicating perceived 
organisational support before the restructuring took place in the organisation were positive. The most 
positive responses were towards whether if their job was eliminated, the National Science Council 
would have preferred to transfer rather than retrench them (M=3.48, SD=0.99). The respondents were 
also positive about whether the National Science Council cared about their well-being (M= 3.22, 
SD=1.20). The respondents were somewhat less positive that the National Science Council strongly 
considered their goals and values (Mean-3.08, SD=1.16). The respondents were negative regarding 
the issue of if the National Science Council regarded their best interests when it made decisions that 
affected them (M=2.88, SD=1.03). The respondents were also not positive regarding whether if they 
decided to quit, the National Science Council would have tried to persuade them to stay (Mean=2.95, 
SD=1.05)  
Overall, the perceived organisational support for the employees before the restructuring was positive 
(M= 3.15, SD= 0.81). 
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Table 4.11 Perceived Organisational support post-restructuring 
  N= 64 
 Description LOW 
(1,2) 
AVERAGE 
(3) 
HIGH 
(4,5) 
Mean SD 
No.  f % f % f %   
B4.1 The National Science Council would 
forgive an honest mistake on my part 
13 20 27 42 24 38 3.19 1.04 
B4.4 The National Science Council is willing to 
help me if I need a special favour 
16 25 27 42 21 33 2.97 1.14 
B4.6 The National Science Council cares about 
my general satisfaction at work 
22 34 24 38 18 28 2.88 1.13 
B4.14 The National Science Council cares about 
my well being 
19 30 23 36 22 34 2.97 1.17 
B4.15 If my job was eliminated, the National 
Science Council would prefer to transfer 
me rather than retrench me 
13 20 24 38 27 42 3.20 1.01 
B4.17 If I decided to quit, the National Science 
Council would try to persuade me to stay 
22 34 25 39 17 27 2.81 1.14 
B4.22 The National Science Council strongly 
considers my goals and values 
17 27 28 44 19 30 3.00 1.07 
B4.30 The National Science Council regards my 
best interests when it makes decisions 
that affected me 
26 41 22 34 16 25 2.77 1.15 
BF2 Perceived organisational support 14 22 28 44 22 34 2.97 0.91 
 
In Table 4.11 above, the perceived organisational support after the restructuring in the organisation 
was less positive. The most positive responses were to whether if their job was eliminated, the 
National Science Council would prefer to transfer rather than retrench them (M=3.20, SD=1.01). The 
respondents were least positive about the National Science Council regarding their best interests 
when it makes decisions that affected them (M=2.77, SD=1.15). They were not positive regarding 
whether if they decided to quit, the National Science Council would try to persuade them to stay 
(M=2.81, SD=1.14) and if the National Science Council cares about their general satisfaction at work 
(M=2.88, SD=1.13). 
Overall, the employees‟ perceived organisational support was more negative after the restructuring 
had taken place in the organisation (M= 2.97, SD = 0.91).  
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4.4.3 Job satisfaction 
Table 4.12 Job satisfaction pre-restructuring 
  N=64 
No. Description LOW 
(1,2) 
AVERAGE 
(3) 
HIGH 
(4,5) 
Mean SD 
  f % f % f %   
A2.3 My job gave me a sense of accomplishment 6 9 10 16 48 75 3.81 0.97 
A2.9 I was a valued employee at the National 
Science Council 
13 20 19 30 35 50 3.30 1.14 
A2.20 My job was satisfying  9 14 16 25 39 61 3.53 1.15 
A2.28 My job was challenging  1 2 9 14 54 84 4.11 0.69 
A2.31 I was satisfied with my pay  29 45 25 39 10 16 2.55 1.04 
A2.32 I performed my job tasks effectively and 
efficiently 
3 5 5 8 56 88 4.12 0.75 
A2.34 There were opportunities for promotion at 
the National Science Council 
19 30 18 28 27 45 3.09 1.22 
A2.36 Other employees were  pleasant to work 
with 
4 6 14 22 46 72 3.88 0.88 
AF3 Job satisfaction 2 3 29 45 33 52 3.55 0.63 
 
Table 4.12 above shows the job satisfaction of the employees before the restructuring took place in 
the organisation. The response towards job satisfaction before the restructuring took place was 
positive. The most positive responses towards job satisfaction items were regarding performing job 
tasks effectively and efficiently (M=4.12, SD=0.75) and to whether their job was challenging (M=4.11, 
SD=0.69). Employees were also positive towards whether their job gave them a sense of 
accomplishment (M=3.81, SD=0.97). Employees were negative towards satisfaction with their pay 
(M=2.55, SD=1.04). 
The overall perception of job satisfaction of the employees before the restructuring took place in the 
organisation was positive (M=3.55, SD=0.63). 
Table 4.13 Job satisfaction post-restructuring 
  N=64 
No. Description LOW 
(1,2) 
AVERAGE 
(3) 
HIGH 
(4,5) 
Mean SD 
  f % f % f %   
B4.3 My job gives me a sense of 
accomplishment 
12 19 11 17 41 64 3.50 1.14 
B4.9 I am a valued employee at the National 
Science Council 
11 17 23 36 30 47 3.28 1.09 
B4.20 My job is satisfying  11 17 14 22 39 61 3.45 1.14 
B4.28 My job is challenging  10 16 7 11 47 73 3.67 1.10 
B4.31 I am satisfied with my pay  34 53 19 30 11 17 2.45 1.13 
B4.32 I perform my job tasks effectively and 
efficiently 
2 3 10 16 52 81 4.02 0.85 
B4.34 There are opportunities for promotion at 
the National Science Council 
27 42 23 36 14 22 2.67 1.18 
B4.36 Other employees are  pleasant to work 
with 
5 8 13 20 46 72 3.83 0.94 
BF3 Job satisfaction 6 9 37 58 21 33 3.36 0.71 
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Table 4.13 above shows the perception of job satisfaction of the employees at the National Science 
Council after the restructuring took place. The job satisfaction was mostly positive after the 
restructuring took place in the organisation. The most positive responses were from whether they 
perform their job tasks effectively and efficiently (M=4.02, SD=0.85), they found their job challenging 
(M=3.67, SD=1.10) and whether their jobs gave them a sense of accomplishment (M=3.50, SD=1.14). 
The least positive responses were regarding satisfaction with pay (M= 2.45, SD=1.13) and whether 
there are opportunities for promotion at the National Science Council (M=2.67, SD=1.18). 
The overall perception of the respondents towards job satisfaction after the restructuring took place 
was positive (M= 3.36, SD =0.71). 
 
4.4.4 Management satisfaction  
Table 4.14 Management satisfaction pre-restructuring 
  N=64 
No.  Description LOW 
(1,2) 
AVERAGE 
(3) 
HIGH 
(4,5) 
Mean SD 
  f % f % f %   
A2.5 Management was not difficult to please 15 23 26 41 23 36 3.06 0.99 
A2.7 Management was well organized 21 33 20 31 23 36 3.02 1.11 
A2.8 Management was responsive to any 
questions or concerns I shared with them 
14 22 24 38 26 41 3.13 1.09 
A2.10 Management provided me with direction
  
20 31 19 30 25 39 3.08 1.13 
A2.13 Management was fair   14 22 21 33 29 45 3.19 1.04 
A2.16 Management helped foster a positive work 
environment  
12 19 20 31 32 50 3.33 1.05 
A2.19 Management praised my work  13 20 23 36 28 44 3.20 1.09 
A2.21 I had respect for Management  11 17 19 30 34 53 3.44 1.11 
A2.24 Management accepted my advice 17 27 33 52 14 22 2.91 0.95 
A2.29 Management valued my job 12 19 18 28 34 53 3.38 1.16 
AF4 Management Satisfaction 10 16 37 58 17 26 3.17 0.90 
 
The table 4.14 above shows the perception of satisfaction with management at the National Science 
Council before the restructuring took place. The most positive responses were regarding whether they 
had respect for Management (M=3.44, SD=1.11) and management valued the jobs of the employees 
(M=3.38, SD=1.16). The least positive response was regarding management accepting advice 
(M=2.91, SD=0.95). 
The overall perception of the workers towards management satisfaction before the strike was positive 
(M= 3.17, SD= 0.90). 
 
 
 
70 
 
Table 4.15 Management satisfaction post-restructuring 
  N=64 
No. Description LOW 
(1,2) 
AVERAGE 
(3) 
HIGH 
(4,5) 
Mean SD 
  f % f % f %   
B4.5 Management is not difficult to please 24 38 23 36 17 27 2.83 1.09 
B4.7 Management is well organized 24 38 18 28 22 34 2.92 1.24 
B4.8 Management is responsive to any 
questions or concerns I share with them 
20 31 22 34 22 34 2.97 1.15 
B4.10 Management provides me with direction
  
21 33 16 25 27 42 3.03 1.19 
B4.13 Management is fair   19 30 24 38 21 33 2.95 1.16 
B4.16 Management helps foster a positive work 
environment  
19 30 24 38 21 33 3.00 1.18 
B4.19 Management praises my work  17 27 27 42 20 31 2.91 1.14 
B4.21 I have respect for Management  14 22 23 36 27 42 3.20 1.25 
B4.24 Management accepts my advice 18 28 29 45 17 27 2.86 1.10 
B4.29 Management values my job 11 17 29 45 24 38 3.17 1.05 
BF4 Management Satisfaction 12 19 36 56 16 25 2.98 1.02 
 
Table 4.15 above illustrates the management satisfaction of the employees after the restructuring 
took place in the organisation. The most positive responses related to whether management provides 
them with direction (M=3.03, SD=1.19) and whether they had respect for management (M= 3.20, 
SD=1.25). The least positive responses related to management accepting advice (M=2.86, SD=1.10) 
and whether management is not difficult to please (M=2.83, SD=1.09).  
The overall perception of the employees post restructuring at the National Science Council was 
negative (M=2.98, SD=1.02). 
 
4.4.5 Employee engagement  
Table 4.16 Employee engagement (dedication) pre-restructuring 
  N=64 
No. Description LOW 
(1,2,3) 
AVERAGE 
(4) 
HIGH 
(5,6,7) 
Mean SD 
  f % f % f %   
A3.1 I found the work that I did full of 
meaning and purpose 
2 3 12 19 50 78 5.52 1.23 
A3.2 I was enthusiastic about my job 5 8 9 14 50 78 5.48 1.38 
A3.3 My job inspired me 6 9 10 16 48 75 5.33 1.40 
A3.4 I was proud of the work that I did 6 9 5 8 53 83 5.80 1.47 
A3.5 To me my job was challenging 6 9 8 12 50 78 5.42 1.56 
AF5 Employee engagement 1 15 21 33 42 66 5.51 1.16 
 
Table 4.16 above shows the perceptions of the employees towards employee engagement 
(dedication) before the restructuring took place at the National Science Council. The most positive 
response was towards whether the employees were proud of the work that they did (M=5.80, 
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SD=1.47). The least positive response was towards whether the employees were inspired by their job 
(M=5.33, SD=1.40). 
Overall, the perception of the employees towards employee engagement was positive (M=5.51, SD = 
1.16). 
Table 4.17 Employee engagement post-restructuring 
  N=64 
No. Description LOW 
(1,2,3) 
AVERAGE 
(4) 
HIGH 
(4,5,7) 
Mean SD 
  f % f % f %   
B5.1 I find the work that I do full of meaning 
and purpose 
7 11 5 8 52 81 5.34 1.49 
B5.2 I am enthusiastic about my job 8 12 9 14 47 73 5.19 1.54 
B5.3 My job inspires me 8 12 9 14 47 73 5.20 1.54 
B5.4 I am proud of the work that I do 5 8 7 11 52 81 5.61 1.50 
B5.5 To me my job is challenging 6 9 7 11 51 80 5.50 1.44 
BF5 Employee engagement 3 5 21 33 40 62 5.37 1.30 
 
Table 4.17 above shows the perceptions of the employees towards employee engagement after the 
restructuring took place in the organisation. The most positive responses were regarding whether the 
employees found the work that they do challenging (M=5.50, SD=1.44) and whether they are proud of 
the work that they do (M=5.61, SD=1.50). The least positive responses were towards whether the 
employees are enthusiastic about their job (M=5.19, SD=1.54) and if their job inspires them (M=5.20, 
SD=1.54). 
The overall perception of the employees towards employee engagement showed that they were 
positive (M= 5.37, SD=1.30). 
 
4.5 DIFFERENCES BETWEEN THE AFFECTIVE MEASURES PRE AND POST 
RESTRUCTURING FOR THE SAMPLE 
T-tests were used to determine if there was a statistically significant change in the organisational 
commitment, perceived organisational support, job satisfaction, and management satisfaction and 
employee engagement after the restructuring took place in the organisation. The results are shown in 
table 4.18 below. Cohen‟s d was calculated to determine whether the statistical significance was 
small, medium or large. 
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Table 4.18 Differences between the affective measures pre and post restructuring for the sample (n=64) 
  PRE POST t-Test (df=63) 
  Mean SD Mean SD t p Cohen’s d 
F1 Organisational commitment 3.51 0.83 3.26 0.91 3.75 .0004 0.47 (m) 
F2 Perceived organisational support 3.15 0.81 2.97 0.91 1.99 .0509 n.a. 
F3 Job satisfaction 3.55 0.63 3.36 0.71 2.62 .0109 0.33 (s) 
F4 Management satisfaction 3.17 0.90 2.98 1.02 2.03 .0467 0.25 (s) 
F5 Employee engagement 5.51 1.16 5.37 1.30 1.51 .1350 n.a. 
 
As seen in the table 4.18 above the respondents perception of their commitment to the organisation 
decreased after the restructuring took place. The perceived organisational support of the respondents 
after the restructuring took place in the organisation also decreased and the same was seen for the 
job satisfaction, management satisfaction and employee engagement. Therefore there was a general 
decrease in all of the affective factors that were measured after the restructuring had taken place.  
The difference in organisational commitment before and after the restructuring had taken place in the 
organisation was found to be statistically significant (t=3.75, p =.0004) with the Cohen‟s d (d=0.47) 
showing a medium level of significance. There was also a difference in the level of job satisfaction 
and management satisfaction before and after the restructuring took place. Both of them were found 
to be statistically significant (t= 2.62, p=.0109 and t=2.03, p=.0467 respectively) but not practically 
significant with the Cohen‟s d showing a small value. The difference in perceived organisational 
support and employee engagement before and after the restructuring was not significant. 
Table 4.18 also shows that the most positive attitudes of the employees both pre and post 
restructuring was the employee engagement and the most negative attitudes pre and post 
restructuring were with management satisfaction and perceived organisational support . 
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4.6 IMPACT OF SUB-GROUPS AND DEMOGRAPHIC VARIABLES ON CHANGE IN THE 
AFFECTIVE FACTORS PRE AND POST-RESTRUCTURING 
4.6.1 Results for Gender 
Table 4.19 The impact of gender on the affective factors pre restructuring in the organisation  
  PRE RESTRUCTURING t-tests 
df=62   FEMALES 
n= 33 
MALES 
n=31 
  Mean SD Mean SD t p Cohen’s 
d 
F1 Organisational commitment 3.42 0.88 3.60 0.78 -0.90 .3722 n.a 
F2 Perceived organisational 
support 
3.09 0.85 3.21 0.77 -0.59 .5579 n.a 
F3 Job satisfaction 3.51 0.67 3.59 0.59 -0.50 .6169 n.a 
F4 Management satisfaction 3.07 0.97 3.27 0.83 -0.90 .3715 n.a 
F5 Employee engagement 5.48 0.95 5.54 1.35 -0.21 .8334 n.a 
 
Table 4.20 The impact of gender on the affective factors post restructuring in the organisation  
  POST RESTRUCTURING t-tests 
df= 62   FEMALES 
n=33 
MALES 
n=31 
  Mean SD Mean SD t p Cohen’s d 
F1 Organisational 
commitment 
3.13 0.95 3.38 0.86 -1.12 .2688 n.a 
F2 Perceived organisational 
support 
2.86 1.01 3.08 0.81 -0.93 .3554 n.a 
F3 Job satisfaction 3.33 0.68 3.39 0.75 -0.35 .7251 n.a 
F4 Management satisfaction 2.85 1.09 3.11 0.95 -1.01 .3180 n.a 
F5 Employee engagement 5.32 1.00 5.41 1.55 -0.27 .7859 n.a 
 
The tables 4.19 and 4.20 show that there is no significant difference between the males and females 
perception pre-restructuring or post restructuring towards organisational commitment, perceived 
organisational support, job satisfaction, and management satisfaction and employee engagement.  
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Table 4.21 The impact of gender on the change in the affective factors pre and post restructuring in the 
organisation  
  FEMALES 
N= 33 
MALES 
N=31 
 
t-tests (df= 62) 
 
  Mean SD Mean SD t p Cohen’s 
d 
F1 Organisational 
commitment 
-0.28 0.68 -0.22 0.36 -0.49 .6263 n.a 
F2 Perceived 
organisational 
support 
-0.23 0.95 -0.14 0.44 -0.51 .6127 n.a 
F3 Job satisfaction -0.18 0.68 -0.20 0.48 0.11 .9155 n.a 
F4 Management 
satisfaction 
-0.22 0.90 -0.16 0.56 -0.30 .7666 n.a 
F5 Employee 
engagement 
-0.15 0.89 -0.13 0.59 -0.15 .8835 n.a 
 
The table 4.21 above shows that there was no significant difference in the change in the 
organisational commitment, perceived organisational support, job satisfaction, and management 
satisfaction and employee engagement between males and females in the organisation pre and post-
restructuring. 
 
4.6.2 Results for occupational level 
Table 4.22 The impact of occupational level on the affective factors pre restructuring in the organisation  
  PRE RESTRUCTURING t-tests 
df=62   Support 
services 
N= 41 
Management 
and research 
N= 23 
  Mean SD Mean SD t p Cohen
’s d 
F1 Organisational 
commitment 
3.49 0.86 3.56 0.80 -0.35 .7300 n.a 
F2 Perceived organisational 
support 
3.23 0.75 3.02 0.91 0.99 .3284 n.a 
F3 Job satisfaction 3.58 0.63 3.49 0.62 0.52 .6069 n.a 
F4 Management satisfaction 3.17 0.84 3.17 1.01 0.02 .9878 n.a 
F5 Employee engagement 5.45 1.28 5.61 0.94 -0.51 .6132 n.a 
 
 
 
 
75 
 
Table 4.23 The impact of occupational level on the affective factors post restructuring in the organisation  
  POST RESTRUCTURING t-tests 
df=62   Support services 
n= 41 
Management 
and research 
n=23 
  Mean SD Mean SD t p Cohen
’s d 
F1 Organisational 
commitment 
3.17 0.95 3.43 0.82 -1.11 .2706 n.a  
F2 Perceived organisational 
support 
2.92 0.96 3.07 0.82 -0.64 .5245 n.a  
F3 Job satisfaction 3.30 0.71 3.47 0.73  -0.90 .3691 n.a  
F4 Management satisfaction 2.88 1.05 3.18 0.96 -1.41 .2593 n.a  
F5 Employee engagement 5.15 1.46 5.77 0.84 -1.86 .0679 n.a  
 
Table 4.22 showed that there was no significant difference between the two occupational levels in 
their perceptions towards any of the affective factors pre-restructuring.  
Table 4.23 showed that there was also no significant difference between the two occupational levels 
and their perception towards any of the affective factors post restructuring.  
Table 4.24 The impact of occupational level on the change in the affective factors pre and post 
restructuring in the organisation  
  Support 
services 
Management 
and research 
 
t-tests (df= 62) 
 
  Mean SD Mean SD t p Cohen’
s d 
F1 Organisational 
commitment 
-0.32 0.62 -0.13 0.30 -1.35 .1813 Na 
F2 Perceived 
organisational 
support 
-0.31 0.80 0.05 0.53 -1.93 .0579 Na 
F3 Job 
satisfaction 
-0.28 0.59 -0.03 0.52 -1.71 .0926 Na 
F4 Management 
satisfaction 
-0.30 0.83 0.01 0.50 -1.61 .1124 Na 
F5 Employee 
engagement 
-0.31 0.78 0.16 0.57 -2.29 .0153 0.65(m) 
 
As indicated in table 4.24, there was a practically significant difference (t=-2.29, df=62, p=0.0153, 
Cohen‟s d=0.65) in employee engagement pre and post restructuring between the support services 
and the management and research occupational levels. In other words the employee engagement 
gap between the support services and management and researchers groups widened after the 
restructuring (pre-restructuring M diff = 5.61-5.45 = 0.16; post-restructuring M diff = 5.77-5.15 = 0.62) 
with managers and researchers being more engaged than those employees in support services. 
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4.6.3  Results for race 
Table 4.25 The impact of race on the change in the affective factors pre restructuring in the organisation 
 
Table 4.26 The impact of race on the affective factors post restructuring in the organisation  
 
The racial categories were grouped into two groups, the Africans, Indians and Coloureds were 
grouped as Black and the second group was the White employees. 
Table 4.25 above shows that there was no difference between the Black and White employees in their 
perception towards any of the affective factors before the restructuring 
Table 4.26 above shows that there was a practically significant difference (t=2.50, df =60, p=.0151 
d=.64) between the Black and White employees post restructuring in their perception towards 
perceived organisational support.  
There was also a difference of practical significance between the Black and White workers regarding 
their perception towards organisational commitment post restructuring (t=2.89, df=60, p=.0053) and a 
significant difference between the Black and White employees in their perception towards 
  PRE RESTRUCTURING t-tests 
df=60   Black 
n=35 
White 
n=27 
  Mean SD Mean SD t p Cohen
’s d 
F1 Organisational 
commitment 
3.71 0.68 3.37 0.87 1.74 .0874 n.a 
F2 Perceived organisational 
support 
3.31 0.69 3.05 0.86 1.33 .1874 n.a 
F3 Job satisfaction 3.59 0.57 3.56 0.67 0.13 .8949 n.a 
F4 Management satisfaction 3.33 0.71 3.09 1.00 1.13 .2639 n.a 
F5 Employee engagement 5.54 1.30 5.53 0.92 0.03 .9744 n.a 
  POST RESTRUCTURING t-tests 
df=60   Black 
n=35 
White 
n=27 
  Mean SD Mean SD t p Cohen’s 
d 
F1 Organisational 
commitment 
3.57 0.79 2.96 0.87 2.89 .0053 0.74(m) 
F2 Perceived 
organisational 
support 
3.26 0.86 2.74 0.77 2.50 .0151 0.64(m) 
F3 Job satisfaction 3.48 0.75 3.25 0.65 1.28 .2063 n.a 
F4 Management 
satisfaction 
3.31 0.92 2.69 0.96 2.58 .0123 0.67(m) 
F5 Employee 
engagement 
5.44 1.36 5.38 1.11 0.19 .8476 n.a 
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management satisfaction after the restructuring (t=2.58, df=60, p=.0.123). In all instances the Black 
employees were more positive in their attitudes than the White employees.  
Table 4.27 The impact of race on the change in the affective factors pre and post restructuring in the 
organisation  
 
Table 4.27 shows that there was a practically significant difference (t=2.01 df= 62, p=0.488, Cohen‟s 
d= 0.52) between the two racial categories and their perceptions of management satisfaction pre and 
post restructuring. In other words the gap in satisfaction with management between the Black 
employees and the White employees had widened post-restructuring (pre-restructuring M diff 3.33-
3.09= 0.24; post-restructuring M diff 3.31- 2.69 =0 .62) with the white employees being less satisfied 
with management than black employees. 
 
4.6.4 Results for business unit 
Table 4.28 The impact of the business unit on the affective factors pre restructuring in the organisation  
  PRE RESTRUCTURING t-tests 
df=62   BUA 
n=30 
BUB 
n=34 
  Mean SD Mean SD t p Cohe
n’s d 
F1 Organisational commitment 3.56 0.78 3.47 0.88 0.40 .6926 n.a 
F2 Perceived organisational 
support 
3.15 0.81 3.16 0.81 -0.04 .9684 n.a 
F3 Job satisfaction 3.57 0.58 3.53 0.67 0.21 .8321 n.a 
F4 Management satisfaction 3.29 0.86 3.07 0.93 0.99 .3256 n.a 
F5 Employee engagement 5.53 0.98 5.49 1.32 0.15 .8785 n.a 
 
 
  Black 
n= 
White 
n= 
 
t-tests (df= 60) 
  Mean SD Mean SD t p Cohen’s 
d 
F1 Organisational 
commitment 
-0.13 0.34 -0.40 0.70 1.99 .0509 na 
F2 Perceived 
organisational 
support 
-0.05 0.56 -0.31 0.91 1.42 .1616 na 
F3 Job 
satisfaction 
-0.10 0.42 -0.31 0.74 1.42 .1609 na 
F4 Management 
satisfaction 
-0.02 0.46 -0.39 0.97 2.01 .0488 0.52(m) 
F5 Employee 
engagement 
-0.10 0.63 -0.16 0.88 0.28 .7842 na 
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Table 4.29 The impact of the business unit on the affective factors post restructuring in the organisation  
  POST RESTRUCTURING t-tests 
df=62   BUA 
N=30 
BUB 
N=34 
  Mean SD Mean SD t p Cohen’
s d 
F1 Organisational 
commitment 
3.43 0.82 3.11 0.96 1.43 .1585 n.a 
F2 Perceived organisational 
support 
3.16 0.83 2.81 0.96 1.58 .1189 n.a 
F3 Job satisfaction 3.49 0.70 3.24 0.72 1.40 .1657 n.a 
F4 Management satisfaction 3.30 0.90 2.71 1.06 2.38 .0205 0.6 (m) 
F5 Employee engagement 5.63 0.94 5.14 1.53 1.54 .1280 n.a 
 
Table 4.28 shows that there is no significant difference between BUA and BUA in their perception 
towards any of the affective factors before the restructuring took place. 
Table 4.29 shows that there was a practically significant difference between BUA and BUB post 
restructuring regarding their perception towards management satisfaction (t =2.38, df=62, p.=0205). 
The employees of BUA were more positive than the employees of BUB. There was no significant 
difference between the two business units on any other of the affective factors post restructuring.  
Table 4.30 The impact of business unit on the change in the affective factors pre and post restructuring 
in the organisation  
  BUA 
n=30 
BUB 
n=34 
 
t-tests (df= 62) 
  Mean SD Mean SD t p Cohen’s 
d 
F1 Organisational 
commitment 
-0.12 0.31 -0.36 0.66 1.82 .0740 na 
F2 Perceived 
organisational 
support 
0.01 0.50 -0.35 0.86 2.05 .0448 0.51 (m) 
F3 Job satisfaction -0.08 0.43 -0.29 0.67 1.50 .1378 na 
F4 Management 
satisfaction 
0.01 0.50 -0.36 0.87 2.02 .0475 0.51 (m) 
F5 Employee 
engagement 
0.10 0.64 -0.35 0.77 2.54 .0137 0.64 (m) 
 
Table 4.30 shows that there are practically difference between BUA and BUB employees in their 
perception of perceived organisational support (t=2.05, df=62, p=.0448 d=0.51), management 
satisfaction (t=2.02, df=62, p=.0475 d=0.51) and employee engagement (t=2.54, df=62, p=.0137 
d=0.64) post restructuring.  
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For perceptions of organisational support this means that the gap between the business units had 
widened post restructuring with BUB experiencing a decrease in their perceptions of organisational 
support (pre-restructuring M diff 3.15-3.16=-0.01; post restructuring M diff 3.16-2.81=0.35).  
Also for perceptions of management satisfaction, the gap between the business units had widened 
post restructuring with BUB experiencing a decrease in their perceptions of organisational support 
(pre-restructuring M diff 3.29-3.30= -0.01; post restructuring M diff 3.07-2.71= 0.36).  
Towards the perceptions of employee engagement, the gap between the business units had widened 
post restructuring with BUB experiencing a decrease in their perceptions of organisational support 
(pre-restructuring M diff 5.53-5.63=-0.1; post restructuring M diff 5.49-5.14=0.35).  
 
4.6.5 Results for home language  
Table 4.31 The impact of home language on the affective factors pre restructuring in the organisation  
  Pre-restructuring ANOVA tests 
df=60   English 
N=22 
Afrikaans 
N=16 
African 
language 
N=17 
Other 
N=9 
  Mean SD Mean SD Mean SD Mean SD F p 
F1 Organisational 
commitment 
3.46 1.13 3.39 0.57 3.58 0.64 3.73 0.75 0.39 .7591 
F2 Perceived 
organisational 
support 
3.18 1.01 3.02 0.69 3.13 0.70 3.38 0.70 0.36 .7794 
F3 Job 
satisfaction 
3.64 0.72 3.52 0.63 3.51 0.52 3.44 0.64 0.24 8652 
F4 Management 
satisfaction 
3.06 1.14 3.13 0.80 3.21 0.71 3.43 0.77 0.37 .7724 
F5 Employee 
engagement 
5.45 1.14 5.38 0.91 5.80 0.95 5.33 1.92 0.49 .6860 
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Table 4.32 The impact of home language on the affective factors post restructuring in the organisation  
  Post restructuring ANOVA 
df= 
  English 
N=22 
Afrikaans 
N=16 
African 
language 
N=17 
Other 
N=9 
  Mean SD Mean SD Mean SD Mean SD F p 
F1 Organisational 
commitment 
3.09 1.18 3.19 0.47 3.43 0.79 3.50 0.97 0.69 .5588 
F2 Perceived 
organisational 
support 
2.83 1.16 2.99 0.43 3.07 0.75 3.10 1.20 0.30 .8712 
F3 Job 
satisfaction 
3.23 0.93 3.45 0.28 3.34 0.76 3.56 0.57 0.52 .6660 
F4 Management 
satisfaction 
2.72 1.26 2.96 0.75 3.21 0.77 3.27 1.20 0.99 .4014 
F5 Employee 
engagement 
5.04 1.40 5.56 0.93 5.54 1.13 5.51 1.89 0.72 .5437 
 
Table 4.31 shows that there is no significant difference among the different language speaking groups 
in any of the affective factors pre restructuring in the organisation.  
Table 4.32 shows that there is no significant difference among the different home language speaking 
groups spoken by the employees in any of the affective factors after the restructuring had taken place 
in the organisation. 
Table 4.33 The impact of home language on the change in the affective factors pre and post restructuring 
in the organisation  
  English 
n=22 
Afrikaans 
n=16 
African 
language 
n=17 
Other 
n=9 
(df=60) 
  Mean SD Mean SD Mean SD Mean SD F p 
F1 Organisational 
commitment 
-0.37 0.71 -0.19 0.50 -0.15 0.29 -0.23 0.44 0.626 .6004 
F2 Perceived 
organisational 
support 
-0.35 0.88 -0.03 0.76 -0.06 0.32 -0.28 0.84 0.805 .4959 
F3 Job 
satisfaction 
-0.40 0.73 -0.08 0.57 -0.18 0.37 0.11 0.33 2.126 .1062 
F4 Management 
satisfaction 
-0.35 0.88 -0.18 0.89 -0.01 0.30 -0.17 0.67 0.670 .5737 
F5  Employee 
engagement 
-0.42 0.94 0.19 0.62 -0.26 0.55 0.18 0.38 3.024 .0364 
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Table 4.34 The impact of home language on the change in employee engagement pre and post 
restructuring in the organisation (Duncan Test, P< .05) 
 English 
 
Afrikaans African 
language 
English    
Afrikaans .0387   
African language .5492 .1159  
Other  .0359 .9709 .1041 
 
As indicated in Table 4.33 there was a significant difference in employee engagement pre and post 
restructuring among the language groups (ANOVA test F=3.02, p=0.0364). Further analysis as shown 
in table 4.34 showed that there was a significant difference in employee engagement between the 
English and Afrikaans speakers in the organisation (p=0.0387) with the Afrikaans speakers being 
more positive than the English speakers and also a significant difference between the English 
speakers and the employees who spoke “other” languages in the organisation (p=0.0359) with the 
“others” being more positive than the English speakers.  
This means that the gap in dedication (employee engagement) between English and Afrikaans 
speakers widened post-restructuring (pre-restructuring M diff 5.45- 5.38= 0.07 [table 4.31]; post-
restructuring M diff 5.04-5.56= -0.52 [table 4.3.2]). Further the gap in dedication (employee 
engagement) between English and Other language speakers also widened post-restructuring (pre-
restructuring M diff 5.45-5.33 = 0.12 [table 4.31]; post-restructuring M diff 5.04-5.51= -0.47 [table 
4.32]). 
 
4.6.6 Results for years of service 
Table 4.35 The impact of the years of service on the affective factors pre restructuring in the organisation  
  Pre-restructuring ANOVA 
Df=61   0-3 YEARS 
N=20 
4-9 YEARS 
N=27 
10+ YEARS 
N=17 
  Mean SD Mean SD Mean SD F P 
F1 Organisational 
commitment 
3.64 0.95 3.33 0.83 3.65 0.65 1.14 .3267 
F2 Perceived 
organisational 
support 
3.24 0.93 3.13 0.73 3.10 0.81 0.15 .8570 
F3 Job satisfaction 3.63 0.62 3.50 0.64 3.52 0.63 0.25 .7789 
F4 Management 
satisfaction 
3.42 0.95 2.99 0.86 3.18 0.88 1.37 .2618 
F5 Employee 
engagement 
5.33 1.41 5.42 1.04 5.86 1.02 1.08 .3456 
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Table 4.36  The impact of the years of service on the affective factors post restructuring in the 
organisation  
 
Table 4.35 shows that there was no significant difference among the groups categorised by the 
number of years that an employee worked with an organisation and the affective factors of perceived 
organisational support, organisational commitment, job satisfaction and employee engagement and 
management satisfaction pre-restructuring in the organisation 
Table 4.36 shows that there is a significant difference among the groups categorised by the number 
of years that the employee has worked for the organisation and their perception of management 
satisfaction post restructuring in the organisation (F= 3.31 p=.0430). Further analysis shown in table 
4.37 below shows that there was a significant difference between the employees who had worked in 
the organisation for less than 3 years and the employees who had worked in the organisation 
between 4-9 years (p=0.026). The employees who had been with the organisation less than three 
years were more positive than the employees who had been there for the longer period of time.  
Table 4.37 The impact the years of service on management satisfaction post restructuring in the 
organisation  
 0-3 years 4-9 years 10+ years 
 M=3.4450 M=2.7111 M=2.8765 
0-3 years    
4-9 years 0.026   
10+ years 0.070 0.59  
 
 
 
 
 
  Post restructuring ANOVA 
Df=61   0-3 YEARS 
n=20 
4-9 YEARS 
n=27 
10+ YEARS 
n=17 
F1 Organisational 
commitment 
3.50 1.01 3.10 0.96 3.25 0.65 1.12 .3342 
F2 Perceived 
organisational 
support 
3.29 0.94 2.82 1.04 2.83 0.56 1.84 .1663 
F3 Job 
satisfaction 
3.48 0.85 3.31 0.71 3.30 0.56 0.42 .6616 
F4 Management 
satisfaction 
3.44 0.97 2.71 1.16 2.88 0.63 3.31 .0430 
F5 Employee 
engagement 
5.46 1.46 5.16 1.24 5.60 1.23 0.67 .5149 
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Table 4.38 The impact of the years of service on the change in the affective factors pre and post 
restructuring in the organisation  
 
Table 4.38 shows that there was no significant difference between the number of years that an 
employee worked with an organisation and the perceived organisational support, organisational 
commitment, job satisfaction and employee engagement and management satisfaction. 
 
4.6.7 Results for age 
Table 4.39 The impact of age on the affective factors pre restructuring in the organisation 
  Pre-restructuring ANOVA 
Df=61 
  Up to 30 years 
n=20 
31-40 years 
n=19 
41+ years 
n=25 
  Mean SD Mean SD Mean SD F p 
F1 Organisational 
commitment 
3.56 0.72 3.17 1.01 3.74 0.71 2.710 .0744 
F2 Perceived 
organisational 
support 
3.23 0.81 2.99 0.76 3.22 0.85 0.530 .5910 
F3 Job 
satisfaction 
3.61 0.54 3.26 0.66 3.72 0.61 3.177 .0486 
F4 Management 
satisfaction 
3.27 0.77 2.87 0.94 3.33 0.93 1.608 .2085 
F5 Employee 
engagement 
5.44 1.42 5.05 108 5.91 0.86 3.200 .0476 
 
 
 
 
  0-3 years 4-9 years 10+years   
  Means SD Means SD Means SD F p 
F2 Perceived 
Organisational Support 
0.06 0.41 -0.30 0.69 -0.27 1.01 1.580 .2141 
F1 Organisational 
commitment 
-0.15 0.32 -0.23 0.53 -0.40 0.71 1.075 .3474 
F3 Job satisfaction -0.15 0.36 -0.20 0.53 -0.22 0.84 0.072 .9298 
F4 Management 
satisfaction 
0.03 0.36 -0.27 0.78 -0.30 0.97 1.216 .3033 
F5 Employee engagement 0.13 0.47 -0.27 0.64 -0.26 1.05 1.991 .1452 
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Table 4.40 The impact of age on the change in the affective factors post restructuring in the organisation 
  Post restructuring ANOVA 
df=61 
  Up to 30 years 
N=20 
31-40 years 
N=19 
41+ years 
N=25 
  Mean SD Mean SD Mean SD F p 
F1 Organisational 
commitment 
3.35 0.86 2.96 1.12 3.42 0.72 1.59 .2121 
F2 Perceived 
organisational 
support 
3.13 0.88 2.75 1.13 3.02 0.75 0.87 .4226 
F3 Job satisfaction 3.36 0.78 3.24 0.81 3.45 0.59 0.42 .6574 
F4 Management 
satisfaction 
3.13 0.91 2.75 1.22 3.05 0.95 0.75 .4742 
F5 Employee 
engagement 
5.36 1.48 4.92 1.39 5.72 1.00 2.13 .1275 
 
Table 4.39 shows that there is no significant difference among the different age groups in the levels of 
perceived organisational support, organisational commitment and the levels of management 
satisfaction. There is however a significant difference in the age of the employees and their 
perception towards job satisfaction (F=3.177 p=.0486) and employee engagement (F= 3.20 p=.0476) 
pre restructuring. Further analysis shown in table 4.41 shows that there was a significant difference 
between the employees who were aged between 31-40 years and the employees over 41 years and 
their level of job satisfaction (p=0.02) pre restructuring in the organisation. The employees in the 41+ 
group were far more dedicated than those in the 31-40 year age group. Further analysis shown in 
table 4.42 shows that there is a difference between the employees aged between 31-40 years and the 
employees over 41 years and their levels of employee engagement pre restructuring in the 
organisation with those in the 41+ group more satisfied with their jobs.  
Table 4.40 shows that there is no significant difference between the age of the employees and any of 
the affective factors after the restructuring had taken place in the organisation. 
Table 4.41 The impact of age on job satisfaction pre restructuring in the organisation  
 Up to 30 years 31-40 years 41+ years 
 M=3.6125 M=3.2632 M=3.7150 
Up to 30 years    
31-40 years 0.07   
41+ years 0.58 0.02  
 
 
85 
 
Table 4.42 The impact of age on employee engagement pre restructuring in the organisation 
 Up to 30 years 31-40 years 41+ years 
 M=5.440 M=5.0526 M=5.9120 
Up to 30 years    
31-40 years 0.27   
41+ years 0.18 0.02  
 
Table 4.41 shows that there is a significant difference between the employees between 31-40 years 
and the employees over 41 years of age and their levels of job satisfaction (p=0.02) with the older 
employees being more positive than the ones aged between 31-40. 
Table 4.42 shows that there was a significant difference between the employees who were aged 
between 31-40 years and the employees over 41 years and their level of employee engagement 
(p=0.02) with the older employees being more positive than the ones aged between 31-40. 
Table 4.43 The impact of age on the change in the affective factors pre and post restructuring in the 
organisation  
 
Table 4.43 shows that there is no significant difference between the age of the employees and the 
change in the affective factors pre and post restructuring in the organisation. 
 
4.7 DISCUSSION OF RESULTS  
4.7.1 The changes in the attitudes of the employees after the restructuring  
Research question 1 stated: What is the change in employee attitudes post-restructuring?  In 
particular what is the change in employee job satisfaction; management satisfaction, employee 
engagement, commitment to the organisation and perceived organisational support. Table 4.18 
shows the change in employee job satisfaction, management satisfaction, employee engagement, 
  Pre 
restructuring 
Post 
restructuring 
 ANOVA 
Df=61 
  Means SD Means SD Means SD F p 
F1 Organisational 
commitment 
-0.21 0.49 -0.21 0.41 -0.31 0.65 0.270 .7636 
F2 Perceived 
Organisational Support 
-0.10 0.57 -0.24 0.69 -0.20 0.88 0.195 .8227 
F3 Job satisfaction -0.25 0.41 -0.02 0.49 -0.27 0.73 1.179 .3144 
F4 Management 
satisfaction 
-0.14 0.53 -0.12 0.61 -0.28 0.96 0.315 .7303 
F5 Employee engagement -0.08 0.55 -0.14 0.70 -0.19 0.92 0.123 .8844 
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commitment to the organisation and perceived organisational support after the restructuring took 
place in the organisation. 
There was a significant decrease in the level of organisational commitment of the employees after the 
restructuring had taken place in the organisation (as indicated in table 4.18. pre-restructuring M=3.51, 
SD=0.83 and post restructuring M=3.26, SD=0.91). This decrease was found to be statistically 
significant (t=3.75, df=63, p=0.0004) and this was of medium significance (Cohen‟s d=0.47) showing 
that the results are practically significant and thus represent a meaningful change in the commitment 
of the employees in the two business units.  
There was also a decrease in the perceived organisational support in the organisation (table 4.18 pre-
restructuring M=3.51, SD=0.81 and post restructuring M=2.97, SD=0.91). The change pre and post 
restructuring was however not statistically significant (t=1.99, df=63, p=0.0509)  
There was a decrease in the level of job satisfaction after the restructuring had taken place in the 
organisation (pre-restructuring mean=3.55, SD=0.63 and post restructuring M=3.36, SD=0.71). The 
change was found to be statistically significant (t=2.26, df=63, p=0.0109). The Cohen‟s d test however 
showed that the change had a small significance (Cohen‟s d=0.25) showing that these results should 
be noted and be of concern but may not represent a meaningful decrease in employee job 
satisfaction.  
There was also a decrease in the level of employee satisfaction with management after the 
restructuring had taken place in the organisation (table 4.18 shows pre restructuring M=3.17, 
SD=0.09, post restructuring M=2.98, SD=1.02). The change was found to be statistically significant 
(t=2.03, df=63, p=0.0467) it was however a small significance (Cohen‟s d=0.25) therefore again 
should be noted and of concern.   
The change in the level of employee engagement after the restructuring had taken place in the 
organisation was also measured and the results showed that there was a decrease in the level of 
employee engagement (pre restructuring mean=5.51, SD=1.16, post restructuring mean=5.37, 
SD=1.30). This change is however not statistically significant (t=1.51, df=63, p=0.1350).  
 
4.7.2 Relationship between subgroups and employee attitudes pre-restructuring  
Research question 2 stated: What is the relationship between the sub-groups, distinguished by 
gender, occupational level, race, home language, age, number of years of service and business unit, 
and employee attitudes pre-restructuring? The sub-groups that were identified were gender, race, 
business unit, home language, the years of service at the organisation and age of the employees. 
There was no significant difference between males and females for any of the affective factors before 
the restructuring took place in the organisation.  
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There was also no significant difference between employees of different occupational levels for any of 
the affective factors before the restructuring took place in the organisation. 
There was no significant difference between Black and White employees for any of the affective 
factors before the restructuring took place in the organisation. 
There was no significant difference between the employees of BUA and BUB for any of the affective 
factors before the restructuring took place in the organisation. 
There was also no significant difference among the different language groupings for any of the 
affective factors in the organisation before the restructuring took place. 
There was also no significant difference among the groups categorised by number of years of service 
for any of the affective factors before the restructuring has taken place. 
And finally, there was a significant difference among the age groups for job satisfaction and employee 
engagement before the restructuring had taken place in the organisation. Table 4.39 shows that there 
is a significant difference between the age of the employee and their level of job satisfaction and 
employee engagement pre restructuring. Further tests (table 4.41 and 4.42) showed that there was a 
significant difference between the employees aged 31-40 and their levels of job satisfaction (p=.02). 
the older employees were more satisfied with their jobs and this was similar with employee 
engagement, the 41+ aged employees were more dedicated than the ones aged 31-40 years of age 
(p=0.02)  
 
4.7.3 Relationship between the subgroups and affective factors post restructuring  
Research question 3 stated: What is the relationship between the sub-groups distinguished by 
gender, occupational level, race, home language, age, number of years of service and business unit, 
and employee attitudes post-restructuring? The sub-groups that were identified were gender, race, 
business unit, home language, years of service at the organisation and age of the employees. 
There was no significant difference between males and females for any of the affective factors after 
the restructuring had taken place. 
There was no significant difference between the employees categorised by occupational level for any 
of the affective factors after the restructuring had taken place in the organisation. 
There was a practically significant difference between the racial groups for three of the affective 
factors post-restructuring. These were perceived organisational support (Cohen‟s d= 0.64) 
organisational commitment, which also had medium value (Cohen‟s d= 0.74), and management 
satisfaction (Cohen‟s d=0.67). In each instance the Black employees were more positive than the 
White employees. There was however no significant differences between the racial groups and their 
levels of job satisfaction and employee engagement. 
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There was no significant difference between the employees in the business units and their levels of 
perceived organisational support, organisational commitment, job satisfaction and employee 
engagement after the restructuring had taken place in the organisation. There was however a 
significant difference between the units in their satisfaction with management (Cohen‟s d=0.6). BUA 
had a significantly higher rate of management satisfaction than BUB.  
There was no significant difference between the different language groupings for any of the affective 
factors after the restructuring had taken place in the organisation. 
There was a significant difference among the categories of years of service and the satisfaction with 
management after the restructuring had occurred in the organisation (p=.0430). The employees with 
0-3 years of service were more positive than those with 4-9 years of service.  
There was no significant difference among the age categories for any of the affective factors after the 
restructuring had taken place in the organisation. 
 
4.7.4 The impact of the sub-groups on the affective factors pre and post restructuring  
The fourth research question was: what is the relationship between the sub-groups distinguished by 
gender, occupational level, race, home language, age number of years of service and business unit, 
and the change in employee attitudes pre and post-restructuring?  
For the gender grouping, there was no significant difference in the change in any of the affective 
factors before and after the restructuring took place in the organisation. 
There was a practically significant change in the employee engagement before and after the 
restructuring had taken place in the organisation between the occupational levels i.e. support systems 
and management and researchers (t=-2.29, p=0.0153, Cohen‟s d=0.65). Management and 
researchers are more engaged than the support services. There was however no significant 
difference in the change in the perceived organisational support, organisational commitment, and job 
and management satisfaction pre and post restructuring in the organisation between the occupational 
levels i.e. support systems and management and researchers. 
There was no significant difference in the change in the perceived organisational support, 
organisational commitment, job satisfaction and employee engagement between the Black and White 
workers. There was however a practically significant change in the levels of management satisfaction 
between the Black and White workers pre and post restructuring (t=2.01, p=0.0488, Cohen‟s d=0.52). 
There is no significant difference in the change in organisational commitment and job satisfaction 
between the employees in BUA and BUB pre and post restructuring. There is a practically significant 
change in the perceived organisational support (t=2.05, p=0.0448, Cohen‟s d=0.51) management 
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satisfaction (t=2.02, p=0.0475, Cohen‟s d=0.51) and employee engagement (t=2.54, p=0.0137, 
Cohen‟s d=0.64) between BUA and BUB pre and post restructuring.  
 For the home language grouping, there was no significant change in the perceived organisational 
support, organisational commitment, job and management satisfaction and between the home 
languages spoken pre and post restructuring. There was however a significant difference in the 
change in employee engagement between the English speakers (p=0.039) and the employees who 
spoke other languages (p=0.036) in the organisation pre and post restructuring. The English speakers 
are more positive than the employees who spoke “other” languages. 
There was no significant change in the perceived organisational support, the organisational 
commitment, job satisfaction and employee engagement between the employees who had been 
working in the organisation for below 3 years, 4-9 years and 10+ years pre and post restructuring. 
There was a significant difference in the change in management satisfaction between the employees 
who had worked for the organisation for less than 3 years and the employees who had worked in the 
organisation between 4-9 years pre and post restructuring, the employees who had worked for the 
organisation for 0-3 years were more positive than the employees who had worked for the 
organisation for 4-9 years. 
There was no significant difference in the change in the perceived organisational support, 
organisational commitment and management satisfaction pre and post restructuring and the age of 
the employees. There was a significant difference in the change in job satisfaction between the 
employees aged between 31-40 years and the employees aged 41+ years (p=0.02). There was also a 
significant difference in the change in employee engagement between the employees aged between 
31-40 years and the employees over 41 years of age pre and post restructuring with the older 
employees (41+) being more positive than the ones aged 31-40 years. 
 
4.8 SUMMARY AND CONCLUSION  
Firstly, there was a meaningful decrease in the organisational commitment after the restructuring had 
taken place in the organisation. 
Secondly, it should also be noted that satisfaction with management and with the job had declined 
post restructuring and although these changes are small, they should be noted. 
Pre restructuring there were no differences evident between the sub groups measured (gender, 
occupational level, home language, years of service, and business unit) and their perceptions towards 
the affective factors.  
There is an evident difference between the age of the employee and the perception towards job 
satisfaction and employee engagement with the employees aged between 31-40 having a different 
perception from the employees above 41 in these two affective factors before the restructuring took 
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place in the organisation. The older employees show greater job satisfaction and more dedication to 
their tasks. 
Post restructuring, there is a difference in the perceptions of the Black and White workers to 
perceived organisational support, organisational commitment and management satisfaction with the 
Black employees being more positive than the White employees. There is also a difference in the 
number of years the employee had worked in the organisation and their perception towards 
management support with the employees with less years of service (0-3 years) being more positive 
than those with 4-9 years of service. 
The restructuring throws up some differences between the groups. There is a difference in the level of 
employee engagement and the occupational level of the members of the organisation and the 
management and researchers are more engaged than the support services. There is also a difference 
in the level of management satisfaction among the Black and White workers in the organisation and 
the Black employees are more positive than the White employees. There was also a difference in the 
levels of perceived organisational support, management satisfaction and employee engagement 
among BUA and BUB before and after the restructuring took place in the organisation with BUA being 
more positive in all the mentioned factors than BUB.  
There is a difference between the home language and the levels of employee engagement in the 
organisation before and after the restructuring took place and the Afrikaans speakers are more 
positive than the English speakers. There is also a difference in the levels of employee engagement 
between the employees who speak English and the employees who speak “other” languages with the 
English speakers being less positive.  
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CHAPTER 5 -  CONCLUSIONS AND RECOMMENDATIONS 
5.1 INTRODUCTION  
This research was aimed at investigating the impact that restructuring had on the employees at the 
National Research Council by measuring their levels of perceived organisational support, 
organisational commitment, job and management satisfaction and employee engagement before and 
after the restructuring had taken place in the organisation.  
The chapters above were structured in the following way, the first chapter was an introduction into the 
research and outlined what the study was going to cover, chapter 2 was a literature review, chapter 3 
explained the methodology that the research followed and chapter 4 presented the results from the 
quantitative data. This final chapter will seek to discuss the major findings, the recommendations and 
the conclusions.  
 
5.2 MAJOR OBJECTIVES OF THE STUDY  
The main objective of the study was to investigate whether there had been a change in attitudes of 
employees in two business units of a South African National Science Council after the implementation 
of restructuring in the organisation and the business units. The key attitudes measured were; job and 
management satisfaction, perceived organisational support, organisational commitment and a 
dimension of employee engagement, dedication. 
 
5.3 DISCUSSION OF RESULTS  
5.3.1 Organisational commitment 
The literature shows that organisational commitment is a requirement for the effective implementation 
of organisational change and change managers rely on the commitment of employees when 
implementing change in the organisation (Visagie & Steyn, 2011).  
According to the results from the research, the commitment in the organisation was positive before 
the restructuring took place and the change had a significantly negative effect on the levels of 
organisational commitment among the employees in the organisation with the results showing that 
there was a significant drop in the levels of commitment post-restructuring. 
The literature review showed that the commitment of employees to the organisation is known to 
decrease in response to the change (Visagie & Steyn, 2011), this decrease in organisational 
commitment may be attributed to the increase in the levels of uncertainty among the employees. 
Bovey and Hede (2001) state that fear and uncertainty may be an outcome of organisational change 
initiatives in an organisation.  
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The results from the study show that there was a significant difference in the levels of organisational 
commitment for the Black employees in the organisation in comparison to the White employees after 
the restructuring had taken place. The Black employees were generally more positive than the White 
employees in their perception of organisational commitment after the restructuring took place in the 
organisation. This might be because the restructuring may have led to the empowerment of the Black 
employees and more involvement in organisational activities therefore leading to the higher levels of 
organisational commitment than the White employees post-restructuring. 
The difference in organisational commitment between the Black and white employees may also be 
attributed to several reasons such as the organisation implementing new policies and reward systems 
that favour the Black employees like affirmative action measures. In the literature study, Lio (1995) 
established that workers‟ organisational commitment is significantly correlated to their perceived job 
security. There is a possibility that the implementation of affirmative action measures in the company 
with the restructuring instated more Black workers as permanent workers therefore instilling a sense 
of job security among them, and in turn leading to higher levels of organisational commitment than the 
white workers post restructuring.  
 
5.3.2 Job satisfaction 
When it comes to job satisfaction, the literature shows that different organisational changes 
implemented in a company have diverse effects on the level of job satisfaction among the employees 
and it will depend on whatever change effort is being implemented and how the organisation chooses 
to do it. Organisational change and reorganization may influence job and organisational 
characteristics by changing the nature of the work being performed by the employees as a result of 
the change process and, thus impact the job satisfaction either positively or negatively (Mack et al., 
1998). 
The results of this study show that there was a statistically significant decrease in the level of job 
satisfaction after the restructuring had taken place in the organisation. According to the literature, this 
may be attributed to a change in the work situation in the organisation and the actual work that the 
employees were expected to perform after the restructuring had taken place. The members of the 
organisation might have not been happy with the new tasks that they were expected to perform after 
the restructuring took place which therefore led to a decrease in their level of job satisfaction post-
restructuring. 
The results from the research show that the employees who are aged above 41 years had a 
significantly higher level of job satisfaction than the employees who are aged between 31-40 years 
before the restructuring took place in the organisation. This can be attributed to the fact that the older 
employees in the organisation had been more familiar with the older system and therefore happier 
with the work climate in the organisation before the restructuring. Glisson & Durick (1988) state that 
age is one of the factors that can influence the job satisfaction of the employees in an organisation.  
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5.3.3 Employee engagement 
The literature review on employee engagement shows that the employees who are more engaged in 
the organisation will tend to be more supportive of the change efforts that are being implemented in 
the company and will have a more positive attitude towards the change in the organisation. 
Employees who are more engaged in the organisation will have lower levels of uncertainty and 
therefore be more receptive to change efforts that are being introduced into the organisation because 
these employees will want to see the organisation succeed (Wheatley & Kellner-Rogers, 1988).  
The results from the study showed that the employee perceptions towards employee engagement 
both pre and post restructuring were positive showing that the restructuring did not have a significant 
impact on the levels of employee engagement in the organisation.  
The results also showed there was a significant difference in the levels of employee engagement 
among the employees who were over 41 years and the employees who were aged 31-40 years 
before the restructuring took place in the organisation. The employees aged over 41 had a higher 
level of employee engagement in the organisation than the employees aged between 31-40 years 
pre-restructuring.  
In the literature review, Gibbons (2006) states that the engagement of an employee can be based on 
an emotional or intellectual connection with the organisation. The higher levels of employee 
engagement in the older employees can be attributed to longer terms of service with the organisation 
among the older employees which therefore leads to building a connection with the organisation. The 
older employees might have also been more engaged in the organisation because they felt that they 
were happy with the management or leadership and more familiar with them than the younger 
employees in the organisation before the restructuring took place. 
The results also showed that there was a significant change in the employee engagement levels in 
the organisation between the occupational levels pre and post restructuring. The engagement for 
support services decreased and that for managers and researchers increased post restructuring. This 
might be because the managers might have been more involved in the change process and been 
more comfortable with the restructuring therefore having lower insecurities and a higher level of 
employee engagement than the support services.  
 
5.3.4 Perceived organisational support 
The literature on perceived organisational support shows that it has positive consequences on a 
workplace. Sheela & Krishnan (2012) state that perceived organisational support leads to an 
increased level of organisational commitment, influences the employees‟ reactions to their jobs and 
lead to more job satisfaction and job involvement, increases levels of performance in organisational 
tasks, it is expected to reduce stressors in the workplace, create a desire for employees to remain 
with the organisation, lower the rate of labour turnover and reduce withdrawal behaviour among the 
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employees. This therefore shows that employees with a higher level of perceived organisational 
support should be more receptive to change interventions that are being introduced into the 
organisation.   
The results from the study show that pre-restructuring, the employee attitudes towards perceived 
organisational support were positive but after the restructuring took place, the employee attitudes 
were negative. This therefore does not support the theory that the employees with a high level of 
perceived organisational support are more receptive to change interventions. 
The positive levels of perceived organisational support may be attributed to positive levels of 
organisational commitment and job satisfaction that were pointed out in the literature as an influencer 
of perceived organisational support (Robbins & Judge, 2009).  
Pre-restructuring, there was no significant difference between any of the sub groups and their levels 
of perceived organisational support. 
After the restructuring, there was a difference between the Black and White employees in their 
perceived organisational support with the Black employees being more positive than the White 
employees towards their perception to this factor. This may be because the restructuring might have 
led to an increase in the job security of the Black employees and possibly gave them more career 
development opportunities therefore leading to higher levels of perceived organisational support after 
the restructuring had taken place. 
 
5.3.5 Management satisfaction 
The literature review on management satisfaction showed that employees seek a mutually supportive 
relationship with their supervisor, a sense of belonging and security, a feeling of contribution, control 
over input and appreciation (Massaro, 2008). This will therefore lead to the employees being 
generally more satisfied with the workplace and this will make them more receptive to any change 
efforts that might be introduced as was shown in earlier literature.  
The results from the study show that there was a statistically significant decrease in the level of 
management satisfaction in the organisation after the change (restructuring) was implemented. This 
may be credited to the fact that the restructuring might have brought about new managers into the 
organisation post restructuring that the employees were not happy with or that they were uncertain 
about therefore leading to the drop in their level of management satisfaction post-restructuring.  
The perception of the employees in the organisation towards management satisfaction before the 
restructuring took place in the organisation was mostly positive. This may be attributed to the fact that 
before the restructuring took place in the organisation, the managers and the employees had a good 
relationship which the literature review states as one of the factors that may lead to increased levels 
of management satisfaction in an organisation (Massaro, 2008).  
95 
 
The literature also shows that team work fosters management satisfaction in a workplace (Massaro, 
2008). It is possible that the organisation pre-restructuring was made up of work teams and group 
based projects that led to the positive levels of management satisfaction before the restructuring took 
place.  
There was however a difference between the Black and White employees in their perception of 
management satisfaction post-restructuring in the organisation. This may be because more Black 
employees were hired into management positions after the restructuring. It may also be attributed to 
an increase in the efforts of management to build relationships with the Black employees after the 
restructuring had taken place in the organisation. 
There was also a significant difference in the levels of management satisfaction between BUA and 
BUB after the restructuring had taken place. This might be because the two business unit leaders 
might have handled the restructuring differently. The managers for BUA might have communicated 
constantly with the employees and made them less anxious about the change being implemented into 
the organisation therefore building on the relationship with them and leading to higher levels of 
management satisfaction post-restructuring. 
The results from the study also showed that there was a significant difference between the age of the 
employees and their satisfaction with management in the organisation. The employees who had 
worked for the organisation for 0-3 years were more positive towards management satisfaction than 
the employees who were working for the organisation for 4-9 years. This might be attributed to the 
newer employees being less affected by the restructuring in the organisation because they have less 
experience with the former structure of the organisation therefore making it easier to adapt to the new 
system and the management style used post restructuring. The employees who had worked for the 
organisation for a longer period are more inclined towards preferring the old system of management 
or managers because they had been using it for a longer period of time. 
 
5.4 SHORT COMINGS OF THE RESEARCH 
A limitation of the current research is that the researcher was not able to administer the questionnaire 
before the restructuring had taken place in the organisation because of the nature of the research. 
The research is a Masters treatise therefore its nature is cross sectional which limited the validity of 
the information that was obtained in the research since the pre-restructuring attitudes were measured 
after the restructuring had already taken place.  
The research was sent out to 453 employees from BUA and BUB in the organisation, the respondent 
however only got back 64 responses to the survey. Therefore, we cannot rule out the possibility that 
the employees in the organisation who did not take part in the survey did not have a different opinion 
and perceptions regarding the perceived organisational support, organisational commitment, 
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management and job satisfaction and employee engagement before and after the restructuring had 
taken place in the organisation. 
The questionnaire had to be administered electronically because of the distance and transport costs 
that limited the personal administration of the questionnaire. This eliminated the positive effect that a 
face to face interview or hand delivered questionnaire would have on the collection of data. This 
therefore limited the number of respondents and could have also affected the validity of the 
information that was obtained from the respondents 
 
5.5 RECOMMENDATIONS  
The results showed that there was a difference in the employee attitudes towards the restructuring in 
the two business units with BUA being more positive than BUB. The managers in BUB should 
investigate and seek to improve their management style based on the management style used in 
BUA. BUB can learn from the tactics used by BUA to implement the change in the organisation in 
order to improve their levels of management satisfaction. The organisation should investigate on what 
caused the different perceptions in the two business units and use that information to highlight the 
problem areas in BUB in order to fix them. 
When carrying out further change, the National Science Council should focus on using a structured 
change process in order to make the change more receptive to the employees and keep a positive 
attitude among them towards the intervention. This can be done by using the following methods;  
Communication should be effective and efficient in the implementation of change in an organisation. 
The literature review shows that constant and accurate communication to the members of the 
organisation will reduce the levels of anxiety among the workers in the organisation regarding the 
implementation of change (Massaro, 2008). This can be done through constant newsletters and 
making use of the intranet system in the organisation as well as notice boards and constant meetings 
with the departments that are going to be affected by the change. The organisation should also get 
feedback from the members of the organisation as to how the change has negatively affected them 
and what can be done the next time a change is being implemented into the organisation to ensure 
that the employees are happy.  
Training and development can be used in the organisation to teach the employees the best way to 
deal with change efforts in the organisation and also to teach them how to use the new system, 
technology and programs that are implemented in the course of the change in order to reduce the 
levels of unease and insecurity with a new change in the organisation. 
Employee involvement in the change process will also help to make the procedure easier for the 
workers to deal with. Including the employees in major decision making in the change process will 
help to make them feel more included and also stop the spread of false rumours about the change 
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process that encourages employees to resist the change. This will also help to improve the employee 
attitudes towards employee engagement in the organisation. 
The leaders in the organisation should also be empowered in the change management process. The 
department leaders should be the ones to introduce the idea of the change to the employees who 
work directly under them. These leaders should also adopt a management style that allows the 
employees to approach them with any disregard with the change process. The floor managers in the 
company work directly with the employees therefore it is most suitable for them to introduce their 
employees to any new developments in the organisation and monitor the impact that the change has 
on these employees. This should also help to improve the employee perception towards management 
satisfaction in the organisation. 
Employees should also get recognised for their efforts to adapt to the new system that is being 
implemented into the organisation. They can also be rewarded in other ways like bonuses and other 
monetary rewards for the successful flexibility. The literature shows that pay is a major factor 
influencing the levels of organisational commitment, job satisfaction and perceived organisational 
support in an organisation. The organisation can therefore use better pay packages to help improve 
the attitudes of the employees in the organisation. 
The use of the following tactics in future change implementation should reduce the negative attitudes 
that are experienced among the employees in relation to the change. 
 
5.6  POSSIBLE AREAS FOR FUTURE RESEARCH  
A possible area for research can be the impact of using a change management style or change model 
on the implementation of change in an organisation. The research can focus on if using a particular 
style or model can help to combat the negative effects of change on the attitudes and behaviours of 
the members of the organisation.  
Research can also be done on the relationship between change in an organisation and the rate of 
labour turnover. The research can focus on whether change in an organisation can lead to the exit of 
employees from an organisation both voluntarily and involuntarily.  
Research can also be done on if there is any way that the employer can help to implement change in 
the organisation in a way that keeps the employees happy and satisfied. The methods and tactics that 
the employer can use in the implementation of change in order to ensure that there is minimal 
resistance by the employees in the organisation. 
Another area for research might be whether positive organisational attitudes have an impact on 
employees‟ reaction towards a change intervention. The study can focus on whether employees who 
have positive attitudes towards job satisfaction, perceived organisational support and organisational 
commitment are more receptive towards change in the organisation. 
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5.7 CONCLUSION 
In conclusion, according to the literature, organisational change has a great impact on the attitudes 
and behaviours of the members of an organisation. Changes in an organisation can be resisted by the 
employees if they are not handled and implemented in the correct manner. The literature review also 
shows that change in an organisation can have negative effects on the organisational commitment, 
perceived organisational support, management and job satisfaction as well as employee engagement 
because of the high level of uncertainty and insecurity that surrounds the implementation of such 
change into an organisation (Massaro, 2008).  
The literature review discussed the change management process and the main models of 
implementing change into an organisation. The constructs that are affected by change in an 
organisation were also discussed and these involved the perceived organisational support, 
commitment to the organisation, job and management satisfaction and employee engagement. The 
definitions, factors that influence these constructs as well as the outcomes for the organisation for 
each of them were discussed. 
Research was done on a National Science Council in order to assess the impact of change in the 
form of a restructuring on the perceived organisational support, commitment to the organisation, job 
and management satisfaction and employee engagement. The study was done on two business units, 
BUA and BUB which were 2 of the units in the organisation that were affected by the restructuring. A 
questionnaire was issued electronically to the employees in these two departments and the data was 
collected for the purpose of the research. The data was then analysed and discussed in the previous 
chapters to show the impact that the restructuring had on the affective measures of the members of 
the organisation.  
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APPENDIX 1: SURVEY QUESTIONNAIRE 
 
Employee Questionnaire: BUA, 2012. I am a Masters student in Labour Relations and Human Resources at the 
Nelson Mandela Metropolitan University. As a requirement for my programme I must conduct a research 
project. I have chosen to research the impact that organizational change can have on employee attitudes. As 
the National Science Council has undergone an extensive restructuring process over the past number of years, 
I am surveying employees of BUA regarding the restructuring that has taken place in this unit over the past 
year. The completion of this questionnaire is ENTIRELY VOLUNTARY, however, it is only by hearing from 
people who have experienced restructuring that we can understand the impact of such changes. Although this 
questionnaire has been sent to your email address, your answers will remain ANONYMOUS. You have followed 
a link to this survey and when you have completed the questionnaire the information is captured on a server 
from which we pull the data into an Excel spreadsheet for analysis. We will have no way of linking information 
to a particular email address. The results of the survey will be sent as a research report to the National 
Science Council and the results will also be written up as a treatise which becomes part of the international 
library system. This questionnaire is split into two sections. Section A deals with the way you felt before the 
changes took place at BUA and Section B deals with how you feel now, after the change. The questionnaire 
should not take you more than 20 minutes to complete. If you have any questions concerning this research 
please speak to me, Lynn Bugaari by emailing me on lynnbugaari@yahoo.com or you may contact my 
supervisor, Jennifer Bowler by email (Jennifer.Bowler@nmmu.ac.za) or by phone (041 5042362 041 5042362 
). Thank you so much for your time. Lynn Bugaari, Masters student.  
 
1. Biographical Details 
Biographical details of the respondent  
 
1.1 * Gender 
Male 
Female 
 
 
1.2 * Number of years at the National 
Science Council   
1.3 * Race 
African 
Coloured 
Indian 
White 
Other 
 
 
1.4 If you replied `other` for race, 
please specify   
1.5 * Occupational level 
Administrative support 
General service 
Management 
Research and development support 
Research assistance 
Researchers 
Other 
 
 
1.6 If you replied `other` for 
occupational level, please 
specify   
1.7 * Age 
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1.8 * Home language 
English 
Afrikaans 
African Language 
Other 
 
 
1.9 if `other` was selected for 
language, please specify   
2. Section A1 
 
This section asks you questions about how you felt BEFORE the change (restructuring) was introduced into the 
organisation and in particular BUA. Please select the answer that corresponds with how you FELT about each 
statement at that time. 
 
Please select only one number for each statement 
1. Strongly disagree 
2. Disagree 
3. Neutral 
4. Agree 
5. Strongly agree  
 
2.1 * The National Science Council 
would have forgiven an honest 
mistake on my part in relation 
to my job 
strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
2.2 * I found that my values and the 
National Science Council values 
were similar 
strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
2.3 * My job gave me a sense of 
accomplishment strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
2.4 * The National Science Council 
was willing to help me if I 
needed a special favour 
strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
2.5 * Management in BUA was not 
difficult to please strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
2.6 * The National Science Council 
cared about my general 
satisfaction at work 
strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
2.7 * Management in BUA was well 
organized strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
2.8 * Management in BUA was 
responsive to any questions or 
concerns I shared with them 
strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
2.9 * I was a valued employee at the 
National Science Council strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
2.10 * Management in BUA provided 
me with direction strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
2.11 * I told others that the National 
Science Council was a great 
company to work for 
strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
2.12 * I did really care about the fate 
of the National Science Council strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
2.13 * Management in BUA was fair 
strongly disagree 
1 2 3 4 5  
strongly agree 
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2.14 * The National Science Council 
really cared about my well-
being 
strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
2.15 * If my job was eliminated, the 
National Science Council would 
have preferred to transfer me 
rather than retrench me 
strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
2.16 * Management in BUA helped 
foster a positive work 
environment 
strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
2.17 * If I decided to quit, the National 
Science Council would have 
tried to persuade me to stay 
strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
2.18 * The National Science Council 
really inspired the very best in 
me in the way of job 
performance 
strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
2.19 * Management in BUA praised my 
work strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
2.20 * My job was satisfying 
strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
2.21 * I had respect for Management 
in BUA strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
2.22 * The National Science Council 
strongly considered my goals 
and values 
strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
2.23 * The NATIONAL SCIENCE Council 
was the best possible 
organisation to work for 
strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
2.24 * Management in BUA accepted 
my advice strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
2.25 * I felt very loyal to the National 
Science Council strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
2.26 * I agreed with the National 
Science Council policies on 
matters relating to its 
employees 
strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
2.27 * Deciding to work for the 
National Science Council was a 
good decision on my part 
strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
2.28 * My job was challenging 
strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
2.29 * Management in BUA valued my 
job strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
2.30 * The National Science Council 
regarded my best interests 
when it made decisions that 
affected me 
strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
2.31 * I was satisfied with my pay 
strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
2.32 * I performed my job tasks 
effectively and efficiently strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
2.33 * I would have accepted any job 
assignment in order to maintain strongly disagree 
1 2 3 4 5  
strongly agree 
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employment with the National 
Science Council 
2.34 * There were opportunities for 
promotion at the National 
Science Council 
strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
2.35 * I was proud to tell others that I 
was an employee at the 
National Science Council 
strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
2.36 * Other employees were pleasant 
to work with strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
3. Section A2 
 
This section asks you more questions about how you felt before the change (restructuring) was introduced into 
the organisation and in particular BUA. Please select the answer that corresponds closely with how you FELT 
about each statement at that time. 
 
Please select only one number for each statement 
1. Never 
2. Almost never- a few times a year or less 
3. Rarely- once a month or less 
4. Sometimes- a few times a month 
5. Often- once a week 
6. Very often- a few times a week 
7. Always- every day  
 
3.1 * I found the work that I did full 
of meaning and purpose 
 
(please select)
  
3.2 * I was enthusiastic about my job 
 
(please select)
  
3.3 * My job inspired me 
 
(please select)
  
3.4 * I was proud of the work that I 
did 
 
(please select)
  
3.5 * To me my job was challenging 
 
(please select)
  
4. Section B1 
 
This section asks you questions about how you feel currently, AFTER the change (restructuring) was 
introduced into the organisation and in particular BUA. Please select the answer that corresponds most closely 
with how you feel now about each statement below. 
 
 
Please select only one number for each statement 
1. Strongly disagree 
2. Disagree 
3. Neutral 
4. Agree 
5. Strongly agree  
 
4.1 * The  National Science Council 
would forgive an honest mistake 
on my part in relation to my job 
strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
4.2 * I find that my values and the 
National Science Council values 
are similar 
strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
4.3 * My job gives me a sense of 
accomplishment strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
4.4 * The National Science Council is 
willing to help me if I need a 
special favour 
strongly disagree 
1 2 3 4 5  
strongly agree 
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4.5 * Management in BUA is not 
difficult to please strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
4.6 * The National Science Council 
cares about my general 
satisfaction at work 
strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
4.7 * Management in BUA is well 
organized strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
4.8 * Management in BUA is 
responsive to any questions or 
concerns I share with them 
strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
4.9 * I am a valued employee at the 
National Science Council strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
4.10 * Management in BUA provides 
me with direction strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
4.11 * I tell others that The National 
Science Council is a great 
company to work for 
strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
4.12 * I really do care about the fate of 
the National Science Council strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
4.13 * Management in BUA is fair 
strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
4.14 * The National Science Council 
really cares about my well-being strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
4.15 * If my job is eliminated, the 
National Science Council would 
prefer to transfer me rather 
than retrench me 
strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
4.16 * Management in BUA helps 
foster a positive work 
environment 
strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
4.17 * If I decide to quit, the National 
Science Council would try to 
persuade me to stay 
strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
4.18 * The National Science Council 
really inspires the very best in 
me in the way of job 
performance 
strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
4.19 * Management in BUA praises my 
work strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
4.20 * My job is satisfying 
strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
4.21 * I have respect for Management 
in BUA strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
4.22 * The National Science Council 
strongly considers my goals and 
values 
strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
4.23 * The National Science Council is 
the best possible organisation to 
work for 
strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
4.24 * Management in BUA accepts 
my advice strongly disagree 
1 2 3 4 5  
strongly agree 
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4.25 * I feel very loyal to the National 
Science Council strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
4.26 * I agree with the National 
Science Council's policies on 
matters relating to its 
employees 
strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
4.27 * Deciding to work for the 
National Science Council is a 
good decision on my part 
strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
4.28 * My job is challenging 
strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
4.29 * Management in BUA values my 
job strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
4.30 * The National Science Council 
regards my best interests when 
it makes decisions that affect 
me 
strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
4.31 * I am satisfied with my pay 
strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
4.32 * I perform my job tasks 
effectively and efficiently strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
4.33 * I would accept any job 
assignment in order to maintain 
employment with the National 
Science Council 
strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
4.34 * There are opportunities for 
promotion at the National 
Science Council 
strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
4.35 * I am proud to tell others that I 
am an employee at the National 
Science Council 
strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
4.36 * Other employees are pleasant 
to work with strongly disagree 
1 2 3 4 5  
strongly agree 
 
 
5. Section B2 
 
This section asks you questions about how you feel currently, AFTER the change (restructuring) has been 
introduced into the organisation and in particular BUA. Please select the answer that corresponds most closely 
with how you feel now about each statement below. 
 
Please select only one number for each statement 
1. Never 
2. Almost never- a few times a year or less 
3. Rarely- once a month or less 
4. Sometimes- a few times a month 
5. Often- once a week 
6. Very often- a few times a week 
7. Always- every day  
 
5.1 * I find the work that I do full of 
meaning and purpose 
 
(please select)
  
5.2 * I am enthusiastic about my job 
 
(please select)
  
5.3 * My job inspires me 
 
(please select)
  
5.4 * I am proud of the work that I do 
 
(please select)
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5.5 * To me my job is challenging 
 
(please select)
  
 
  
Submit Questionnaire
  
 
  
111 
 
APPENDIX 2: PERMISSION LETTER TO CONDUCT RESEARCH 
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APPENDIX 3: INTRODUCTION EMAIL 
Good day,  
I am a Masters student at the Nelson Mandela Metropolitan University. I am conducting a research 
project on the impact that organisational change can have on the employee attitudes at the National 
Science Council. The completion of this survey is entirely voluntary, however, it is only from hearing 
from people who have experienced restructuring that we can understand the impact of such changes. 
The link below directs you to a questionnaire that will take you no longer than 20 minutes to answer. 
Although this questionnaire has been sent to your email, your answers will remain anonymous. This 
questionnaire will be available for completion until the 30
th
 October, 2012.  Your cooperation will be 
highly appreciated.  
Thank you very much. 
Kind regards, 
Lynn Bugaari. 
 
  
113 
 
APPENDIX 4: REMINDER EMAIL 
 
Good day, 
This is a kind reminder to please take part in the survey questionnaire that was sent to you last week. 
I would also like to remind you that your responses will be anonymous and it is entirely voluntary to 
choose to be a part of the study. Please follow the link below to complete the questionnaire. Your 
cooperation will be highly appreciated. 
Regards, 
Lynn Bugaari, 
MA student (Labour Relations and Human Resources). 
Nelson Mandela Metropolitan University. 
 
http://www.nmmu.ac.za/websurvey/q.asp?sid=493&k=xhaeiapewi  
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APPENDIX 5: OCCUPATIONAL LEVELS 
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